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FAREWORD

THE Cooperative Pitension Serviee, the world’s largest adult
informal, educatibnal and developmental organization, ap-
proaches almog¥’a half century of recognized achievement. It is

. dedicated to/the development of people themselves, to the end

.

that they, Ahrough their own initiatiye, may effectively identify
and solvd the various problems directly affecting their welfare.™

TI{ Tripartite @ucational organization uniguely involves Fed-
eraf (United States Department of A%ricu]ture), State (Land-
Gfant Colleges and Universities) and local units of government.
Tt has established an effective organization with purposeful pro-
grams which have been socially significant to the people of
America and to many countries of the world.

The tooperative Extension Service is responding to the man-
date-so clearly stated in the Smith-Lever Act of May 8, 1914 . ..

“to aid in diffusing among the people of the United States, useful
and practical information on subjects relating to ,agriculture aod home
economics and to encourage the application of the same . . .”

Leaders of this organization are recognizing and utilizing the
bodies of knowledge found in the social sciences that relate to
the changing goals of the Cooperative Extension Service, the
esseptiality of formulating goals for individual achievement and
the development of the organization for goal attainment. Out-
standing scholars have been and continue to be invited to share
their knowledge with the organization’s administrators to stimu-
late them to prepare for the future and to guide the organiza:
tion for greater accomplishment as it, continues to Serve the needs
of people. .

This book, entitled “Directing the Cooperative Extension-

Service” offers administrators and students of administration an
opportunity to analyze the information considered at the Sev-

-

1Jomnt Committee Report on Extenton Programs. Policies and Goals, 1948. US
Department of Agriculture and Association of Land Grant Colleges and Ufliversities
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enth National Coopcmtwc Extension Administrative Seminar, at
the University of Wisconsin, April 30 to May 4, 1962. The gen-
eral theme was Orgamzatlondl Climate of Cooperative Exten-
sion. Ob]ectﬁ'es of the seminar were to develop: .

.

1. Greater understanding and appreciation of Extension pro-

grams of the past as they relate to the goals of the next
decade.

. Greater understanding of the principles of large scale
organization, the establishment of goals and their -
achievement. - . .o

w0

. 3. Greater understanding, involvement, and Cédrdination of
. the staff in defining and attaining the achiegble goals of
the Cooperative Extension Service. . o
: 4
The Administrative Seminar was sponsored join y the State
Cooperative Etension ‘Services, the Federal Extension Service
of the U. S. Department of Agriculture, and the National Agri- <
cultural Extension Center for Advanced Study thtough the Ex- ’
tension Committee on Organization and Policy. A Planning
. Committee was named to p]ari staff, and conduct the program.

i N. R. Ralston, Extension Du'ectOr, Michigan, Chamnan
Torlief Aashexm Extension Director, Montana .
Robert C. Clark, Pirector, National Extension Center
Lloyd H. Davis, Acting Deputy Administrator, Federal Extension ,;
Service . ‘
John E. Hutchison, Extensien Director, Texas -
G. H. Huffman, Fon'ner Deputy Administrator, Federal Extension
Service.
3 4
In addition to the major Seminar staff, several other persons
provided effective leadership as discussants, panel members,
Eviluation, Committee members, and chairmen, as noted in the
! .  program appearing on pages 160-163.

v

v - E. Arthur Prieve, Project Assistant in the National Extension Center,
) served as Seminar Coordinator )
T. H. Patton, Adociate Extension Director, Pennsylvania, and his com-
mittee evaluated the program
’ George E. Lord, Exension Director, Maine, served as master of cere-
. y  monies at the banquef. ’
T Mrs. Harnet Cluttterbuck and Miss Janice Holverstot provided able
and conscientious® assistance in preparing the manuscript. -

~
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¢ Valuable leadership in conducting many aspects of the Semi-

. far program was provided by Rudolph K. Froker, Dean and

- Director of the College of Agncurture University of Wisconsin,
and Henry L. Ahlgren, Associate Director of the Wisconsin
Cooperative Extension Service.

“The 42 Extension executives and memhers of the Seminar staff
who' were privileged to develop and discuss the papers pub-
lished in this book found much of interest and' value in them.
The Center staff and the Planning Committee invite you to also #
examine this information related to dxrectmg the work of the
Cooperative Extension Service.

Director, f\atlonal Agncultural
Extension Center for Advanced Study

?7 QG&@:}

. " Durgctor, Michigan Coopcratwc

September, 1962.

‘. “EnChsion Service _ .
i . -f\ ¥ Chairman of Planning Committee
. J“I; ’
zﬁt
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Part I
'Ch,anging GOalé of the

Cooperative Extension Service




Changing Times TARY
Changing Programs
CLARENCE M. FERGUSON

Professor, National Agricultural Extension Cenfer for
Adranced Study, University of Wisconsin, Madison

g
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“I know of no way of judging the future but by the past’
- —Parmck HExmy
: 'JT IS safe to say that the changes,of the last few years can be
¢ \.said to have produced both gause and effect of great propor-
‘Aions. The external forces of the “explosion in technology”, the
_“drastic changes in the economics of agricultural production and
distribution when combined with. social change have produced .
the world’s most dynamic era of adjustment in farm production
and marketing with concurrent adjustment in farming, rural liv-
ing, community development and-in the melding of our rural
and urban cultures. Extension his plaved many.lead roles in e
this drama.

The internal forces which we shall try to identify have in part
been the result of the impact of external pressures. These forces,
have been at play in both the Land-Grant Institution and in the
U.S. Department of Agriculture. They have influenced, and have

.been mfluenced by, legislative changes at both federal and state
levels. They have produced adjustments in both organizational .
structure and in operations. Budgets have increased and staffs

have grown in size and competence. Profcssional improvement

and inservice training have taken on added importance.

Overall objectives and gaals have changed but little; yet
greater emphasis on program development has created a sharp
increase in efforts to strengthen the whole process of program
planning and development. Marketing and utilization have found ;
a more prominent place in the curriculum.

Public affairs education, long the most controversial of Exten-
sion cfforts, has now become a well recognized and appropriate
field of endeavor. Rural Areas Development, agricultural adjust-

) 9
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. ment, and program projection have each played a part. in ad-
justing Extension’s course. Home economics and 4-H Club pro-
- grams reflect the many changes -in technology, economics,and
family living, " '
Business and industry have strengthened their support of 4-H
and a growing corps of volunteer leaders dcvote\@my )y times the
number of man-hours to Extension programs that adé*spent by
the professional staff. s ? )

]

While at times Extension may lave appeared fo hesitate @n'.
. the brink of an ever-changing scene, it can be said in all candqr
that few organizations have directed more énergy toward the
exploration of their own goals and in the evaluation of thsi{;o\m

. ‘efforts. 7

From the turmoil of "a half ’centux’y of change Extensi‘(é}has

* emerged with an enviable record, and high on its masthgdd i
the emblem of “Eamed Leadﬁrship." 1

-a

In summary, may I suggest a few areas of administrative/con-
’ cern which the changes of recent years bring into focus.

1. A need for a clarification of FExtension’s obi'ecti\'es in
light of changes past, present, and pending.

S5

- A need for continual adjustment in-organization and .
staffing to implement program adjustments.

3. A.careful examination of our structure to provide stronger
program administration and’ supervision.

4. Continueqd and intensified attention’to the purposes, ob-
jectives, and methods of program development by local
groups in consonance with technological and social :
change.

. A need on the part of Extension administration to fully
accept its role of “carned leadership™ and exercise it in a
way to avoid unnecessary conflicts of attitude and opinion
within the organization and between Extension and the

- . several publics which Estension is chartered to serve.

-

Ut

New Feature of Change is Greater Rapidity

The most persistent characteristic of American Life, American
v Agricultufe and Industiy has been change. ‘Change is not new.
The only new feature is its greater rapidity.

.10
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. Those of us who have been privileged to spend our lives in
this economy liave seen more technological and economic change
_than we would have experienced had we lived all of the years
from the birth of Christ to the time we were born.

The Land-Grant College system with "its research, teaching
and Extension areas has been a great influence in bringing this
change to pass. We have come from a predominantly agrarian,
rufal culture to one in which the number of workers required to
produce our food and.fibre has consistently decreased. Yet, as a
nation, we ‘were never better fed, better housed, or better
clothed. In fact, there is much food for thought in the fact that
in this part of the world the prayer, “Give us this day our daily
bread” has been answered. It is no wonder that the less fortunate
peoples in many parts of the world look to our success and ask

+  “What must we do to share in your good fortune>”

~ There are those who say we have had too much research and
:stoo much Extension education and that thejr influence has

brought us to a poipt in our economy where we are producing

in excess of our ability. to consume, It would he a sad com-

mentary on our system of values if we were to replace our efforts

to seck and use new information with a self-imposed aura of

ignorance. There are also those who say “Extension’s job is’ done

—no longer do we need to grow two blades of grass ‘where one

grew before.” Such comments grow out of a lack of sound under-

standing of Extensian’s philosopby, goals, «nd objectives. Such
gcomments add emphasis to the need for stock-taking, serious’

: . introspection and better communication betw: een Estension and
its many publics.

‘A
. #

‘ Many Ways to Categorize Changes

- There are many ways in which.the changes of the last half
century might be categom;:d The farmer and his family m
half century have moved from an almost primitive agriculture to
a highly developed, highly specialized business with its attend-
ing changes in capjtalization,’ ‘mechanization, organization and
dependence on other segments of the economy. The need for
greater skills in the application of an ever-growing body of tech-
nology is exceeded only by the need for greater ability in
management.

‘ 1
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A significant change is occurring jn the public concept of
agriculture. The  terms ‘farming” and agnculture were once
synonomous. Buf tgday the farm enterprise lies at the heart of a
great industry in’ whiph seven millipns are employed in produc-

tion. These, in turn, are supported by six million who work in .

the steel, rubber, ‘chemical, and other segments of our economy
producing the goods and services essential to farm production.
Where the farmer once marketed and distributed much of his
own produce, he now depends on over eleven million ‘workers to
transport, buy, sell, process, store, distribute, and merchandise
the products of his fields, barns, and feed lots. The independence
of farming has gone and interdependence with the non-farming
part of our economic mechanism has come to stay.

Rural family living has experienced an equa]ly.drést'fc‘t:har_rge. ]

The farm Tiome a few years ago was without eléctricity and run-
ning water..Now it has all of the advantages of the urban home
and remains relatively free from the many harassments of urban
living. The city limits sign no longer separates two cultures. On
the farm the home continyes to be the center of farm operations,
ant farming continues to be a family enterprise where every
meal is llke}y to be a meeting of the board of dnrectors of the
farm enterpnse

The attitude of farmers toward science has gone through two
eras and has emerged into a thnrd The first of these might be

described as the era of skepticism. Farmers were inclined to be-

guided by tradition, experience and folklore and to view with
skepticism new ideas emanating from research. Early demonstra-
tions gradnally changed these attitudes and an era of confidence
followed. It can be safely said that this era has emerged into one
of dependeénce on science. This change'in attitude has created a
vastly different situation for Extension than éxisted a few
decades ago.

To more fully apf)rec;fpte the impact of clnange,\imecessary
to realize that both causé and effect must be considered. Re-
search and educatlon wére the major factors in producing
change, and each change in economics or technology had an
influence on the succeeding adjustments in programs of research
and extension teaching. - . - )

12 ' : R
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" Extension Changes Are BothExternal and Internal , p
i o ) For purposes of discussion, changes affecting Extension, can .
P be catégonzed, into: ST S C
N Loy - “ . . o
‘2 v () Exterhal F ox\ces—Those occurring oufside the actual argan- .
; ization ‘and functioning of the Extension system. a a
Y (b) Interna " Forces—Those occurring within® the Extension - <.
-system itself’ ) [k o A K
. /, 7\ w < .

* Time limit/sf‘ nsideration to but a few of these forces. No .
- 4ttempt will be fnade to Z)e exhaustive ot inclusive. Those idemti-~

fied in the folloying paragraphs must be consideréd only as
’ examples.

-
a
-

s, . ]
snging External Forces -

] : : P

. The following classification suffers from over-simplification. ¢
must also be realized that often the inter-reaction of contempb-
rary changes may produce a greater impact than that of any
single change considered by itself. | T

(a) The explosion of technology during the past two decades
is unprecedented in world agriculture. Today in America We are .
producing 10% more milk, 46% more eggs, 94% more beef, and ~
178% mor¢& chicken thdn we were 20 years ago. This has been
" accomplished on 59 million fewer acres. Between the census
T periods of 1950 to 1960, the number of farm workers has de-
@ “ treased by 28%. Productivity per tnan hour in the last 20 years °,
: has gone up from an,index of 67 to 208, crop production per *
“acre from.88 to 129, and livestock production per breeding unit }

from 92 ta 130, (194749 = 100)
“ - H. L. Stewart of U.S.D.A.’s Economic Research Service at the
. "+, 1961 Outlook Conference said: < ' '
" “Total man hours of farm labor used in agricult-ure declined by one- Y
~ third in the last' decade while mechanical power and machiriery in- g
puts were increased by 1/5th, fertilizer and lime by 3/5ths, purchased &

feed, seed and livestock by 1/2 and miscellaneous inputs more than i
1/74th, ~ . ’ : ; }]
¥

These brief comments will serve to bring to' mind the many. ° - {
technological innovations of recent years. They cover the entire
spectrum of agricultural operations from the use of liquid and

' gaseous fertilizer to new weedicides, and from biologics in ani-
‘mal feeding to hybrid .s'(')rghum’f or from cotton pickers to mé-
- / N
. 13 ' 1B
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chanical feeders. Og, the off-farm side of agriculture, we ‘cbuld
enumerate an almost endless list ranging from mechanical egg
handling to T.V. meals and far beyond. Such a list is but an in-
troduction to the new technology of.the last few years. Each
new innovation has had its effect on farm labor, on managemégt,

capitalization and credit needs and an impact on the many ques-.

tions which Extension teaching is designed to answer.

(b) Changes in the economics of agriculture are as drastic as
those of technology, although they may be sbmewhat less appar-

ent to the casual observer. The decrease from 5.4 million census _
farmers in 1950 to 3.7 million a decade ‘later is due only in a.

. minor degree (about 20%) to the change i definition, An equally

if not more important change is the increase in average farin

size from 215 acres in 1950 to 302 acres ten years later,

Evidence mounts that farming, while in the hands'of fewer
farmers, is in stronger hands. An increase of 64% in the number
of farms with gross incomes of $10,000 or.more per year was
accompanied by a corresponding decrease of 30% in low income
farms after allowing for the change in census definition.

Almost overnight agriculture has become, one of the higher- capitil
using industries, The production assets per farm have more than

doubled in the Jast decade. The average investment of around $22,-

- 000 per farm worker is substantially higher than the average investment
per employce fin manufacturing enterprises which was about $15,000
in 1959.!

Specialization i1, farming has advanced rapidly during the 50%s.

For example, 5I% fewer farms reported milk caws, but the indi-

vidual dairy enterprise grew by 59%. While this adjustment was

taking place in dairying, 56% fewer farmers,reported selling eggs,

.but the number of eggs sold per’ farm .having layers went up

213%. Similar changes took place in turkeys, potatoes and cotton.

.In the South Plajte Valley in Colorado th& number of feeders
with over 1,000 head on feed more than doubled, but in spite of
*His fact, 86% of all the feeders were still feeding less than 325
head and 58% were feeding less than 125 head.? ' :

In the light of these and other data, there seems To be, little
ground for the oft-expressed fear¥that the family operated farm
is disappearing, However, it is abundantly evident that its size,

3 Stewart, H. L. 1961 +Agriculture Outlook Conferencey U.S.D.A.
? Uopublished data by E, C. Hunter, E.R.S.~U.S.D.A. as reported by H. L. Stewart

at the 1961 Outlook Conference.
14
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capitalization and degree of specialization is increasing with;a
corresponding need for greater mandgerial competence to insure
success. ,i AN . '

The emerging form of the family farm with its greater effi-
ciency plays a significant part in increasing the food purchasing .
ability of the fattory pay check. For example, an hour of factory
work buys 10.1 lp%aves‘ of bread, 3.6 doZen eggs; or 2.5 pounds of
choice beef, as compared to 9.6 loaves of bread, 1.8 dozen eggs,
or 1.9 pounds of choice beef a decade ago, :

These few examples will serve to illu)sfrate‘ the economic
changes of recent years. It becomes clear that the onrush of
technology, specialization, and larger farm units is producing
many crises for more and more families 'who find themselves
unable to stem the tide and are stranded on the sand bars pro-
duced by this flood of,progress.;’ ’ )

. (c) Social* change to a degree is the product of economic and
technelogical developments. The impact on population move-
ment is marked by the continuing reduction in‘ farm population,
a static or slight falling-off in the number of “in-city” dwellers
and the tremendous growfh of the green belt or suburban com-
munity with its inroad gn the rural landscape.

Programs Tailored to bhanging ,Clt:entele

In many commxﬁities which 10 yéars ago were made up en-
tirely of farms, the city workers are now neighbering with farm
families. With this has come the trend toward more off-farm em-
ployment and many members of farm families have become com-
muters and the carpool, once a socio-economic device of city
living, has invaded many rural areas. In 1959, three out of every-
ten farm operatars worked 100 days or more in off-farm employ-
ment. The increase was more pronounced during the last half
. of the 50’s than'during any five year period since 1934. In 1959,
over one third of all farm operators reported that the off-farm
iicome exceeded the value of the farm products sold.? .

These factors have greatly speeded up the blending of the
farm, the rural non-farm, and the, suburban community. Coming
with it have been many new ‘problems. Meeting the demand fos
schools, water-systems, sanitation and zoning, for example, all
present new problems, and Extension workers are drawn into the
midst’ of discussions on a whole new set of local public affairs.

" 1Us. Censud, 1960.

.
(]
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-Extension\programs in home economics, 4-H and some phaSes
of engineering, gardening, etc. once- designed for farm families
must be tailored to a changing clientele. -

“In many communities, taxation on land which a few years ago
was assessed as farm land, while jt may still be in farms, is being
re-evaluated for tax"purposes onghe basis of its real estate value

_as it 'becomes a part of the industrial or residential community.

Karl Shoemaker, Chief—General Economics and Rural So-
cidlogy Branclr of the, Federal Extension Service staff says that
the farm bred youngster who, a few years ago, had his mind. set
on fapming, is faced today with the fact that only eight to nine
percent can hope to find their life work in operating a farm
which w'ill provide a gross return of $10,000 or more. The U.S.
Départment of Labor in projecting the manpower needs in the
60's, states that 17% fewer ‘farmers and farm Warkers will be
needed in our economy while we will need over 40% more pro-

* fessional and technica] people by 1970. We will need more pro-
prietors; managers, clérical and service, and semi-skilled people,
but not any more unskilled workers. ! : .

The constantly increasing level of fclrmal edueation in our pop-
ulation is producing significant thanges in subject matter and int
the methods employed_ in Extension teaching. - - ’

The median years of sehog] completed by persons 25 years old
br over for the United, 'Statgs' have increased between the census
of 1950 and that of 1980 ig the Northeast by 1.8 years, .in the
North Central by 1.9 year3, in the South by 1.7 years, and in the
West by 0.9 years. This rate of increase is more rapid than in
the preceding ten year period.

If the rate continues, it is safe to predict that the national
average will reacht 12 years, the equivalent of high school gradu-
ation by the mid-sixties, T

This means that Extension now has and will doubtless con-

, tinue to have an audience which is better able to’ grasp and

make use of subject matter of “considerably more depth and
breadth.

Social change also involves a“consideration of the ‘impact of
the influence of TV and radio as well as the printed word. The
Wall Street Journal and Business Week, while- still being read
by relatively few farm people, are doubtlss found in many
homes of Extension’s newer clientele.

18
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Paramount on the social scene is the growing amount of imd_er-
employment in rural areas where small, inefficient farms are be-*
ing consolidated into larger units, or are no longer in operation.
This may not be attractiﬁg as much Attention as the unemploy-
ment created in certaid urban areas by changes inyindustrial
technology, such as is evident in coal mining. The migration of
surplus Jabor from American farms is a phenomenon of long
. standing and consequently does not attractthe attention being
focused on the need for re-training industrial workers to take
their places in new or different industrijes. ‘
According to Ray C. Scott, Director—Division of Agr. Eco-
nomics and IMarketing Programs of the Federal Extension Serv-
ice, .

only 8% of our labor force is now employed in agriculturg compared

with 17% in 1940 and more than a third in 1900. In spi of this ad-

justment U.S.D.A. estimates indicate that there is enough underem-

- ployment among farm workers in the 20 to 64 year age bracket to
+ equal one full year of employment for 1,400,000 people. "the problem

** of underemployment in agriculture is highlighted by indications of the

= uited contnbution to the economy which many farm families are
+ making. For example, approximately one-half of the farm families of

the .nation account for less than 10% of the sales of agricultural

R commodities. , .

' *)‘The influence. of organized agriculture. Farm organiza-

. tions have historically been the spokesmen for Extension in legis-
lative halls. They have had an intense interest in the scope and
content of Extegsion work. In spite of some differences of opin-
jon among the general farm organizations, they have found com-
mon cause in supporting and counseling Extension. This is not
to say that they have always been in complete accord on how
Extens®& administration allocated its resources. They see Ex-
tensign as a farm program and are reluctant to see its service to

, farm people diluted by work with the non-farm populace.

e

_ Trend Toward More Favorable Attitude

Some changes, however, appear to be occurring. Resolutions
indicate .2 trend toward a more favorable aftitude to urban
work in such felds as 4-H and nutrition, and particularly toward
programs designed to create a more accurate image of agricul;
ture in the minds of urban dwellers who are agriculture’s mgét

. . important customers. Rural (Areas) development has been
viewed with favor as long as it did not detract from educational
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service to the commercial farmef. Attitudes on public affairs and
public policy programs have/undulated over the years with a
slowly growing confidence jA Extension’s ability to be objective
in its discussion of highly £ontroversial issues.

Farm organizations, ggnerally, have.been favorable to Exten-
sion programs in marketing, especially when such’efforts were
directed to educatiofal work with farmer-owned marketing or-
ganizations. The sitdation is a little less clear in regard to educa-
tional work withAhat segment of the industry whxch is owned
and operated the non-farm interests. Consumer education,
however, attrcts favorable comx‘nent partncularly when it is

ese trends in mipd, it should be said, however, that the
ncept that Extension should serve first and well the com-

”/ 11. Internal Forces
(a) Forces within the Land-Grant Institutions. The pressure of

growing student bodies, coupled with a broadening of the offer- '

ings of our Lénd-Grant Colleges, has occupied a growing per-
centage of the time and interest of .the top executives of our in-
stitutions. The line of communication and the degree of intimacy
with and interest in Cooperative Extension has appeared to
wane! An efception has been a.growing concern among Land-
Grant University Presidents as to future relationships among
off-campus activities and programs of ‘adult education.

A diclining rufhl population and the lag in enrollment in agri-
culture and home ecqnomics with the conjcurrent increases in
other argas have tended to move the spotlight of administrative
concern to areas where the increased demand for facilities and

faculty has taxed resources to the limit. | .
Dr. D. W. Colvard of Mississippi State Um\{ersnty‘ COmmented
on this point as follows: ' K

As the Land-Grant Collcgcs have cxpandcd I‘the,,ﬁprcsxdt:nts diversity

- of duties has’ t}lrtaxlcd his personal involvement iﬁ any one program.

. In some states extension directors began to operatc more as a separ-
m agency than as an integral part of the University program. Mean-
while wigh the gzcat growth of universities and the dramatic changes

¢ Address at Fébruary 22. 1962 forum conducted 45 a part of the zr=duate program
of the National \&zriculh\ra!‘ Extensisn Center for Advanced Study.

18 5,

t[?'d '
LR "iﬂ ’ ~




taking place orf “both the state and campus levels as the result of
urbanization ang industrialization, the men chosen as Land-Grant Col-
lege presidents had often very little if any formal expenence in agricul-
tural admunstration. All of these . . . tended to'produce an umpersonal
relationship between the president’s office and the, extension director.

. It is entirely possible that some presidents because of their
classxwl background or urban environment have not had, the time or
the incentive to observe the extension movement from the grass roots

up. .

As a conse&luence, Cooperative Extension, which once occu- -
pied a cherished central spot on the administrative scene during
its frst two decades, is now somewhat sensitive to what seems_to
many to be a loss of prestige with top administration, s

‘A trend which has most of its genesis within the institution
but which has been also emphasized by the demands of the off-
campus audience, has been a closer working relationship be-
tween research and Extension. To a lesser degree, but still of
some importance is closer liaison between resident teaching and
Extension in many Land-Grant Insthutions.- - .

(b) Forces within the U.S. Department of Agriculture. The
traditional partnership between the Land-Grant Colleges and
the U.S. Department of Agriculture is one of the most interest-
ing ones in inter-governmental relations. Each traces its history
to the $ame year just a century ago. Their mutual concern for
the advancement of agriculture resulted in many gooperative
efforts*in research and Extension education. As the Department
grew and agriculture looked more and more to "Federal legisla-
tion and regulation to solve its ills, the Extension, Services which
once .enjoyed a position of almost undivided attention from’ the
agricultural public found itself with many new bedféHbws.

The legislation creating new agencies was not always written
in language that established well identified boundaries of work.

" This resulted in much inter-agency stress and strain, particularl]

during the decade' of the 30's. Time and patience coupled with
astute statesmanship has healed most of the festered areas.
Working relationships between Eatension and Federal action
agencies, such as the Soil Consérvation Seryice, the, Commodity
Stabilization Service, the Forest Service, Farmers Home Admin-
istration|, Farm Credit, Crop Insurance, and the regulatory pro-
grams of\the Agricultural Marketing Service and the Agnicultural
Research éfvice have greatly improved. While attempts to
document a*distinction between education. and service have
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3 .
fallen short of success, the degree of inter-agency conflict has
been sharply reduced. As an agency matures, it is inclined to
find that its goals and objectives can be more easily .attained
with the S)mpathetlc, if not always active, support of its
contemporaries.

Ripples on the calm waters of inter-agency cooperation do
geeur from time to timé as changes in perfonnel occur or as ney
" programs aré undertaken.

Basic Concept of Extension is Education -

Extensivn administration is to be commended on its steadfast
adherence to the philosophy that its program is one of educa-
tion, and while its efforts in time of emergency were often tem-
porarily dnerted into the administration of action programs, it
has always returned to this basic concept. This is in sharp con-
trast to Exfension work in some countries where its effective-
ness is dulled by frequent demands to enforce regulations.

(c) Changes in legal status—Federal legislation. In the 48
years from the passage of the Smith-Lever Act in 1914, 16 addi-
tional pieces of federal legislation were passed which had a
direct bearigg ‘on Extension administration. Aside from the Acts
extending the pny)leges of the Smith-Lever Act to Alaska, Ha-
waii, and Pueftd Rico, the others all had to do with the authori-
zation and subseiluent appropriation of funds. . .

At nu time has the basic concept of the original legxslatlon
Leen ¢hanged. Had an “open end” clause (permitting Congress
to appropriate from time to time such funds .as they deemed
necessary ) been included in the original bill, the history of legis-
lative action, except fof appropriations, would have doubtless
begn almost neghgible. As it was, a new authorization had to be
sought each time the appropriation reached the level of prior
aythorization.

The appropriation of funds has historicaliy followed the pat-
tern of allocation based on farm and rural population. The
Amendment of 1953 to the Smith-Lever Act and the proposed
amendment now before Congress are directed primarily to
changes in the pattern of the allocation of federal funds to the
states. .

State legislation has undergone considerable change, particu-
larly in those states where the original laws contained limitations
on the apprupriating authority of county governments and where
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_specific organizational structure was required in order to permit
the counties to create and maintain counjy Extension Services.
The general trend 1n state legislation has been to liberalize
these requirements and to. aid in the separation of Extension
from specific farm organizations. The trend has begn toward the
creation of county advisory bodies by more formal methods.

«d; The Memoranda of Agreement. The original Memorandum
drafted by the Land-Grant College Association and the U.S. De-
partment of Agriculture in 1914 was so well drawn that only a
modetfnization of lafguage marked -the revision of 1934. This is
a compliment to-the leadership of those early days. There has
been some tendency to create a more formal Memoranda be-
tween county government and the.colleggs.

(ef Orgamzatxon. At the national level, Extension has been
able to carry out cooperatine administration and policy formu-
latiun by full utihzation of the organic structure pf the Associa-
tion of Land-Grant Collefes and State Universities on the one
'hand and of the U.S. Department of Agriculture on the other
This system has provided an operational device which has been
effectively utilized. While the fornt has not changed, the Exten-
sion Committee on Policy and the administration of the Federal
Extension*Senvice has developed foore effective procedures of
joint pohicy deasion making. Policy implementation has been
augmented by Federal Extension Senice-regional discussions.

The trend 1n the last decade’has been tpward more multi-
lateral decision making and less unilateral action_by the Federal
Extension Service. This trend; at times, may have slowed up de-
cision making, but it Bas resulted in enhancing mutual under-
standing. Many examples can be cited, such as decisions refating
to fringe benefits for employees, greater atceptance by the states
of responsibihty for administration of federal regulat:ons appli-
cable & Extensiun, and agreement on changes and adjustments
in national program objectives and program emphasis

Internal changes in organizational structure which have had

a marked influence include the creation by many Services of top’s .

positions 1n vhich have been vested responsxbx]xtv for program
development. These positions have carried various titles, such as
“State Program Leaders” or “Assistant Directors for Programs,”

This 1s further discussed under program development, but it is a
trend of sufficient importance to justify treatment under both
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organizational change as well as under pruz,ram development.

- This has sharpened the focus on the importance of program ad-

ministration. At the same time it huas permitted placing the man-
agement phases of administration in the hands of staff members
specxahzmg in this field. -

Organizational changes in state supervision have been less
marked. Supervision in most Extension Serviceb. cbniinues to
carry the dual role of management and program tlevilepment.
The supervisor, in effect, is asked to wear two hats, Phe manage-
ment hat is usually the first ope to bg donned i the morning
because management decisions won't wait. As a reSylt, the pro-
gram hat is too often not dusted off and worn until the wourkday
is too far gone to permit the attention to program planmng that
is needed in a dynamic system.

"More Management Positions Created

There has also been a trend toward creatmg more manage-
ment positions. The roster of 1961 lists 86 pegple on state staffs
who are identified as management personnel. While most of

these are in the fiscal field, there has been a limited trend toward’

creating positions in personnel management, particularly in
training and professional improvement. A few states have also
assigned to a staff member the responsibility for recruiting and
for screening prospective employees. This has tended to reduce
the time required of supervisors for recruitment. Selectiory and
placement, however, continue to be the responsibility of super-
visory personnel.

Several institutions have moved toward consolidation of their

" information, staffs, in many cases combining the Experiment Sta-

tion informatiqn staff with that of Extension. In a few cases, this
consolidation Qh\s also combined these two functions with the
institution’s information program cevering the entire range of
the institution’s information and publicity program. There ap-

pears to have been but little effort to evaluate the successes,

failures, or problems resulting from such consolidation.

The administrative relationship between Extension and
subject-matter departments has changed to a limited degree.
When organizational change has occurred, it. has been in the
direction of housing Extension specialists in subject-matter de-
partments. Undoubtedly this has, as Boone pointed out in his
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Ph.D. thesis® at the University of Wisconsin, had the effect of
enhancing the status of the specialist. It has tended to bring spe-
" cialist salaries more nearly in line with those of research and-
teaching, encourage more graduate work, and make possible
academic rank for specnahsts and, in a few cases, for the county
staff. Various patterns exist as to the relation of the specialist to
the department head and to his authority and responsibility in_
program development. Where change has occurred, it has cre-
ated a different climate for state program leadership. Under
this arrangement, they have found it necessary to work mpre
closely with departmental administration than where the” spe-
cialist staff members are not members of subject-matter
departments.

Increased specialization in agriculture has created much inter-
est and considerable action as to how to place ‘more highly
trained Extension personnel in a field closer to the scene of
action. Several appreaches to this problem have been used. In
_ large, highly specialized counties. a solution has been found by
placing specialized agents on the county staff. In other areas,
specialists have been assigned to districts. A few attempts are
being made to break down the traditional county pattern and to
organize the field staff on a multi-county basis. The latter ap-.
proach brings problems of joint county ﬁnancmg and some re-’
luctance on the part of eounty government to share personnel,
but progress is being made and is meeting success.

. More marked in recent vears has been the trend to identify
one member of each county staff as the local administrator. This
change has met with much success and general acceptance. It
has been augmented by the creation of titles which carry the
connotation of administrative responsibility, such as “County
Extension Director” or “Chairman of’ the County Staff.”

The separation of county Extension organizations from an
organic or aperating relationship avith any specific farm organi-
zation has been practically completed. In creating Extension
councils, committees, or advisory or program planning bodies in
recent years, there have been “built-in” precautions designed to
prevent their federation into farm organizations.

“Boone, Elgar ] “The Professionil Status”of Extencion Specialsts as Compared
With Research-Ressdent Teaching Staffs of Selected Departments in Four Land-Grant
Institotions.” 1959 Ph D. Thesis.
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Efforts Made to Coordinate Extension Services

Earlier reference has been made to the growing interest of
Land-Grant College administration in })o‘ssible efforts to bring "
Cooperative Extension and General Extension into a more closely
coordinated off-campus program. While actual organizational

" changes have occurred in only two states, others have moved

toward the creation of an overall coordinating group or
gommittee.

(f) Operational Changes. The “instruments of cooperation,”
the project agreements, the plans of work, and the annual reports
hdve, from the inception of cooperative relations, formed the

"operating base for carrying out the mutuality of agreement be-

tween the U.S. Department of Agriculture and the State Exten-
sion Services and in mceting the legal requirements of the Smith-
Lever Act These are currently undergging revision in form and
content. This should aid in 'simplifyifig operations and make
these instruments more functional. L=

Extension budgets have evidenced®considerable growth over
the years. Total funds available to the states from all sources
have increased 99% from 1952 to 1962. During the same period,
the F.ESS. operating budget has increased 92%. The support to
the states from federal appropriations has increased 86%, from

. state appropriations 125% and from the counties 93%. Funds from

non-tax sources for use in the states have increased but 174.

Since 1932, there have been changes in federal regu‘lations.
Extension in 1962 received 2.5 million to meet the costs of pen-
alty mail. Prior to 1954 this item was cartied in the budget of
the Post’ Office Department. Extension in 1962 received 6.3 mil-
lion in federal funds to meet its obligation to the Civil Service
Retirement Fund. This item, prior to 1958, was carried in the
budget of the Civil Service Commission. If these two items are
added to the overall. funds appropriated for work in the states

13 ¢
and in the federal office, thé total amounts to over 170 million, .

109% higher than the totaf of 1952.

About 80% of the Ext’pﬁéjnn*budgct is expended for personnel.
The above increases hade been largely absorbed in bringing
Extension salaries more closely in line with those of agencies
who compete with Extension for personnel and for increases jn
staff numbers to meet growing demands for educational assist-
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ance in many areas. At the same time, the increased cost of'
travel, printing, and supplies has been increasing. Historically, an
increase of over 2% in the total budget has been needed each
year to offset th% increased cost of operations.

Time and space will not permit an extensive comparison of
Extension salaries. In fact, data are not available to permit many
accurate comfparisons for the ten-year period. County agricul-
tural agents and home demonstration agents average salaries
have advanced approximately 60%. This improvement has kept
pace with increases in other fields and has resulted in less loss’
of personnel to other agencies recruiting persons with similar
training and experience.

During the period 1951 to 1961, the total number of Extension
workers has increased from 12,535 to 14,645, or 16.8% The num-~
ber of directors and assistant directors has increased from 119
to 137 or 15.1%. Eighty-six staff members are Cnrrently listed as
management personnel, whereas none were so identified 10
years ago when this work was largely the responsibility of an
assistant director and clerical assistance. The number of state
leaders and supervisors has increased from 777 to 950 or 22.3%.
The specialist sstaff has grown 10.7% from 2,248 to 2,691. The
field staff has Jnoved up in numbers from 9,510 to 11,004, or
15.7%. <oy . . h

No attempt W% be.made here to indicate the “turn-over” in
staff except in to dnﬁnis.t?aﬁon. Of the 15 incumbents who had
the title of Dean§3nd “Director, 10 have been appointed since
1952. Of the 36 Dlijectors, 33 are new on the scene since 1952
and 13-of the 14 Associate ‘Direetors have served less than 10
years. : "

‘Increase in Search for Staff Competence

v

There has been a poticeable increase in th¢ search for com-
petence in the Extension staff. A more competitive salary level
has helped make this possible. The increase
 training beyond the bachelor’s deBree -ha
states recruiting specialists who Jhave compl
more opportunities are being provided for théy
quire advanced training. There is a definite tren toward screen-
ing out applicants whose undergraduate gradefpoint average is
too low to permit them to be accepted.in graduate schools as
candidates for advanced degrees. ‘ ’

’
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The search for compete;ice could be characterized by a-grow-

ing attitude that administration is largely a matter of the de-
velopment of people rather than .the management’ of things.
Staffing has been given more attention, and there exists a gen-

eral attitude that there is much more entailed than merely fill--

ing vacancies and that “effective staffing is necessary if Exten-

sion’s gbjectives are to be achieved.”

AsW result of these changes, there has been an increased 4n-
terest in job analysis, job specifications, and job descriptions in
order to more nearly fit the employee to the job to be done. This
interest has been closely associated with a growing interest in
job performance standards and techniquies for staff appraisal,

Programs of Training Strengt?zened

Greatly _s‘tre'n'g'thened programs of inservice training and pre-
fessional improvement in recent years reflect a conscious effort
on the part of Extension administration to build and mgintain a
highly competent staff. Thirty-six states in 1960 had put the
responsibility for staff trajning in the hands of a well qualified
staff member. This is an increase from 20 states in 1952,

In 1960, 37 states provided leave privileges of 12 weeks or
more for graduate study as contrasted to 20 states in 1947. The
number of Extension workers enrolled in graduate programs on
full-time leave has grown from 199 in 1956 to 376 in 1961. Dur-
ing this-same period, enrollment in “on-the-job” courses has in-
creased fromr 362 to 1,161. Extension education courses at the
graduate level showed an increase from 738 to 950 in enrollment
from 1956 to 1961.¢

The search for. competence in administration and supervision
resulted in the creation in 1955 of the National.Agricultura] Ex-

vy

Q

tensiorr Cénter for ’Advanced, Study by the Association of Land-, - -

Grypt Colleges and State 'L{nive@itie.g with support from the
W. K. Kellogg Foundation. 4 <,

-~ Since its inception, the Center has supported and assisted. with
administrative and sypervisory workshops and conferences with
a total participation of 839. Forty-seven Ph.D. degrees and 43

L_\/Iaster’s degrees have "been granted in Cooperative Extension

Administration, .. .

‘%ta from Divisidn of Extersion Research and Training. Federal Extensijon Serv-
ice, Dr, > ;

Mary L. Colhngs.
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The three-week Regional Sthool program continues to attract

about the same number of students as it did in 1956. State

schools of three-weeks duration show a decrease in enrollment
from 923 in 1956 to 583 in 1961. The 1nteﬂtv of inservice train--
ing in conferences of less than three ‘weeks has increased greatly.

There were 426 staff members participating in workshops and

. conferences in 1956 compared to 6,847 in 1961. The 1961 figure

does not include training in subject-matter fields for specialists

It is of interest to note that little change has occurred in the
number of states providing ﬁeld experience for undefgraduates
or using trainer’cuuuiies where' newly employed agents can work
under .the supervision of experienced agents. As a consequence,
the percentage of new workers receiving induction training in a
trainer county has only moved up from 16% to 18% between
1956 and 1960.

Increase in Fringe Bénefits L

Significantly, there has be?’\ an increase in fringe benefits. The
general adoption of the Federal Retirement System was in part
due to the insistence on the part of the Civil Service Commis-
sion that the Act would have to apply to all employees under
cooperative appointment—a decision made in order to' comply
with the requirements of the Civil Service Retirement Act. At
that time, many states had an inadequate state system of retire-
_ment for Extension employees. This situation has changed
greatly infrecent years, and now most states have a satisfactory

. retirement program for state employees. To sorfe degree, this

was influenced by the incorporation of Social Security into many
state retirement systems.

The FedersigHealth Benefits Act and the fed
insurance by admiristrative action of the Federal#¢!
Commission was made optional with, the staté
adopted in less than a majority of the states, bk
it has provided a real benefit to many employej 3
* The decision by the Justice Department a fewyeirs ago that

"the federal government could be sued under the Tort Claims
Act for damages growing out of accidents caused by cooperative
employees has beer an item of considerable itterest in recent
years.

t has been
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(g) Changes in Program Emphasxs Object?ges—the 1948 ]omt_
s Committee Report said:

-

. . . the development of people thcmsclvcs to the end that j
through their own initiaive may effectively identify and solve va
ous problems affecting their welfare.

.;I'he 1958 Scope Report said:

. help people attain: grcater ability n maintaining more efficient
farms and better homes. °
Greater ability in acquiring higher incdmes and levels of hving on
¥ a continuing basis.
Increased competency and willingness by both aduhs and ,youth to
assume leadership.and citizenship responsibilities.
Increased ability and willingness to undertake organized group ac-
tion when such will contribute effectively to improving their welfare.

The two statements of oBjectives have much in common and,
in_fact, little if any differences. It would be reasonably safe to
say that in general, Extehsion’s overall objectives have not

) changed in the decade between these two published statements.

Research by Center Fellows indicates that in spite of the fact
that in some situations, and by some people, Extension work is
still considered a service function, there is a growing concept
hat the Extension work is educational.

Program Development. For many years, Extension administra-
tion has given consideration to the philosophy, as well as to
methods and techniques of program planning and development.
During the ’past decade, this process was again given strong
emphasis by a deaision of the Extension Committee un Organi-
zation and Policy to press for more action under the caption
“Program Projection.” There still remains the partially unsolved
‘problem of finding the most effective means of melding special-
ist khowledge and interest into the program planning procedures
of committees at the local level.

The sharp upturn in specialization within the farm enterprise
and the increase in programs with the “off-farm” groups having
highly specialized interests has continued to create a demand for
greater specialization within the Extension program. This has
tended toward the employment of more highly specialized spe-
cialists on the one hand and wider- geographic deployment of
more highly specialized staff members on the other.

As Extension has moved into broader fields, there has been a
growing need to call up many disciplines in the institution which

N
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heretofore were not utilized. This has frequently meant e\pjor-
ing n%ources beyong, the Colleges of Agriculture and Home
Economics. A case in"point was the need for assistance from the
faculties of law, commerce, public health, education, and engi-
neering, for example, in support of the Rural {Areas) Develop-'

ment program.

A

Interdisciplinary Approaches Studied .

A}

While this has been happening, stronger program leadershig .
has been effective in strengthening interdisciplinary approach?ﬁ
to progiam development and support by state. staff. This effo
received considerable encouragemerit with the increased fed-
eral appropriation in 1954 which was granted for the specific

purpose of providing support for the “Unit Approach” or “Farm
and Home Development.”

Tl%s method, where used with farm families on farms of
marginal earning capacity, was responsible for many families
making decisions as to whether they would expand their opera-
tions, either vertically by greater specialization, or horizontally
with more land resources, or cast their lot with e industrial
community*as a means of making a satisfactory living.

Extension programs during the decade have shown consider-
able trend toward educational offerings of considerably more
depth. Commercial farmers, more familiar with many facets of
science, are evidencing greater interest in the basic scientific
pinciples which give them a better basis for many technologi-
cal and management decisions. This trend is also apparent as
Extension has nla}c'hed new audiences such as the service per-
sonnel of commercial firms and credit organizations. Vertical
integration and contract farming have also been factors in caud®
-ing this adjustment in program empbhasis.

The broiler grower with 20,000 birds grown under contract is
quite a differsat mgmber ol the Extension audience than was
the farmer’s wife of 20 years ago who augmented the family in-
come with 300 chigks and a coal-burning brooder stove. The
dairyman who decided to move from 10 cows to 60 cows, largely
because of the introduction of bulk-handling of milk, soon ap-
preciated the reed *for a scienufic approach of much greater
depth in.da'sg'. herd management, putrition, herd health, and

etter breedin ~
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This trend toward mgre depth in Extension teaching has pro-
duced many other examples. Corn yields that with great fre-
quency reach 100 bushels per acre have not occurred without a
greater appreciation of the principles of. plant breeding, cultural
practice, response to new fertilizers, chemical weed control and
resistance to diseases and pests. The cranberry episode of a few
years ago, the flurry over penicillin and chemical residues in
milk, and the use of biologics in poultry and animal production

~— have all had a marked influence on the need for more “know
~ why” as well as more “know how.”

Thé greater depth in Extension’s programs in management has
been created by greater capitalization, the use of more credit,
and the need to replace labor with machinery. Farmers today are

Ve becoming students of “linear programming,” a term which a
decade ago was heard only in the classroom or in conferences of
’ business executives. The fact is now evident that commercial
farmers have,in the last decade become business executives in a

very real sense.

Marketing and Utilization. Extension work ir marketing was

- in reality a part of the origina! charter. Congressman Adair in
defending the driginal Smith-Lever Bill said, “that the newly
. conceived “itinerant teacher” (as he described him) “would give

as much thought to the economic side of agriculture, the market-
ing and grading of farm products as he gives to the matter of
larger acreage yields.” However, it was nét until the years fol-
lowing World War I and the creation of the Farm Board that
Extension put much emphasis on marketing. There followed a
period when most of the marketing effort was directed toward
assisting farmers to organize cooperatives.

.Marketing received its greatest impetus with the passage in
1946 of the Research and Marketing Act with the provision that
federal funds for marketing would be made available to the
states on the basis of specific projects and for “new” work,

The continuous efforts of the Marketing Subcommittee of
ECOP has been successful in keeping this phase of Extension
work in the foreground. The study® condutted by Earle and
Evans of the National Agricultural Extension Center in 1957
under 2 contract with the Federal Fxtension Service served a
very useful purpose by evaluating the marketing program in op-

——

¢ Earle, Wendell, and Evans, Jean C., “The Organization and Operation of Exten-
sion Marketing Programs In Selacted States,” 1957. 4
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eration at that time. It pointed up the importance of an inter-
disciplinary approach and proposed a more clear-cut line of ad-
ministrative responsibility.

During the past decade, there has been a shift of emphasu
toward more work with marketing firms and to consumer edu-
cation. These efforts have® tended toward some adjustment in
organization, and more programs have been designed in which
the state specialist has worked directly with the off-farm clien-
tele in the distributive field. To a limited extent, home agents
specializing in marketing have been placed in the field offices.
The most marked example is in the case of consumer information.

Recent recommendations of the Marketing Subcommittee re-
garding a new formula for allocating federal marketing fynds
“and their appraisal of the magnitude of the job to be done Hlus-
trate the growing xmportance of marketing work in the Exten-
sion program.

Netw Interest in Utzltzatzon

The creation of the four U.S. Department of Agnculture Re-
gional Laboratories dedicated to research in new processes and
new uses for agricultural products has resulted 1n a new interest
by Extension in utilization. The placing of specialists in utiliza-
tion on an experimental or demonstration basis on the federal
staff has done much to sharpen interest in this field. As yet, state
_ staffs- have not been augmented to any appreciable degree.
There is, however, an increased amount of hme being devoted
to this field of growing importance.

Public Affairs. The most controversial item in the Extension
gram over the years has been that of pubhc affairs or public
z‘) licy. The controversy has been intensified by the trend toward
attempting to solve agrjculture’s economic problems by political
action. This, in turn, has sharpened the differences in attitudes
toward farm programs on the part of farm organizations, who, in
turn, have tended to look askance at Extension becoming in-
volved in much discussion of these issues. However, it was a
feld into which Extension was sure to be drawn. Interested
peupl. wanted to know more of the economi® background and
to have meore information dn what the impacts of legislation
would be on their own operations as well as on the general well-
being of the industry. e
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The Farm Foundation’s support of Extension programs in
public policy has helped greatly to clarify the issues and to
assist Extensiun personnel in prepanng and presenting materials
in an objective way. Extension has learned much about how to
handle controversial issues, to present the basic facts, and to
discuss issues without becoming either antagonists or protago-
nists for any particular program. !

It is of interest to note that both the presenf and previous
Secretary of Agriculture have seen the need f'gqgreater Exten-
siap effort in this field and have urged more eﬂprt toward helc
ing people understand the problem and the isstes involved.

Scope Has Broadened Creatly

The scope of interest m public affairs has broadened greatly
in the last few years. Its range has broadened from local issues,
such, as school questions, roads, zoning, etc. to national legisla-
tion on such matters as production control, price supports, sub-
sidized exports and foreign trade.

Agricultural Adjustment aund Rural Development. A closely
allied field in which changes have occurred has to do with the
total problem of adjustment in agriculture and the resulting cre-
ation of many economic and socw.l problems affecting rural liv-
ing and the rural community. These problems‘were brought into
the spotlight by farm leaders. This resulted in the development
of two agricultural adjustment centers at Land-Grant Colleges
and by the instigation of the federal government during the
administration of a program of Rural Developmerit now bemg
given ever more emphasis by the present administration under
the name of Rural Areas Development. '

Most significant in this effort has been the fact that Extension
was pressed morc and more info its appropriate position of
“earned” leadership and organizational responsibility. An equallv
interesting change has been greater inter-igency cooperation.
These clianges, cumbined with a greater appreciation for the
ability of local lay groups to analyze situations and to develop
solutions, adds greatly to Estension’s well-established concepts
of program building by local people supported ?y but not dic-
tated to by agencies of government.

Home Economics. Home Economics Exte ograms have
undergone considerable adjustment over the rom canning
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clubs in the early years to emphasis on the management phases

) of home making with the many rplated adjustments has been a

2 long stride. Probably no change has been more evident in this ‘
area than that of an expanding and changing audience. The
meshing of urban, suburban, and rural living, coupled with an
increase in the number of women employed outside the home,
have been major factors in bringing about many changes and
adjustments in program content and methodology.

One-third of the nation’s labor force is now made up of women
with aver 24 million gainfully emnloyed in business, industry,
and the professions. In 1950 there were 8 milliot married couples
living together, but both of v.hom were working away from
home. By 1960, this had increased to 1115 millicn. In 1960, one-
half of the women in the work force were married and living
with their husbands as compared to. one-third in 1950, *

These changes, coupled with new develeoments in marketing

i. ‘and the mechantzation of the home, have taken home economics
Extension a long way on the road of relentless change. Farm
women have moved from a production economy with emphasis
on the home garden, home butchering, farm flock, and the fam-
ily cow to a cash economy.

Many Changes Affect Home Economics Extension

These changes have resulted in a changing role of family
members with greater emphasis on means of providing for child
care and in the managemest of the family budget. Working
women find 28% of their income being expended for items
directly pertaining to their jobs, while §% is being paid to per-

, sonnel to keep the home operating in their absence. Children
growing up in these homes tend to have a greater sense of re-
sponsibility. Evidence does nut substantiate the frenuent claim -
that juvenile delinquency is associated with the increase in the
number 5f mothers employed away from home.

Home economics programs in the last few years have taken
these ‘changes into accuunt s women lave become more busi-
ness conscious. Investments, family budgets, insurance, wills,
etc. are now frequent subjects for discussion.

Newer knowledge of nutrition has been an equally important
factor in home economics programs. Weight control and other
health measures now assume a more important place in Exten-
’sion teaching.
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4-H. All of the changes in technology in econo%nics, in family
living, and ooamumtj’ development bhave had their impact on
the hives of young people. This has been reflected in 4-H Club
work in recent years; . s

The growth of the number uf non-farm )oungste_::\'participab
ing in +-H grograms has been national. A greater know ledge of
the developmental needs of adulescents has focused attention on
the need t6~develop fprograms more carefully ‘tailored to the
interests of young people at different stages of maturity. Greater
emphasis has been placed on human relation< and f{amily and
community living. Asspciated with this has been more attention
to citizenship and to fhe development of I.eaders}ﬁp among 4-H
members. )

Eatension’s efforts in 4-H work have always been greatly aug-
mented and enhanced by local adult leadership. In recent years,
efforts to make this leadership more effective through better
leader tramning have been implemented. The tremendous in-
crease in saentific discuvery has led to greater emphasis on more
science in +-H programs. -

International reiauons have also had their impzét on Exten-
sion work with*young people. This has been further highlighted
by the spread of 4-H-like programs to many countries of.the free
world. The International Farm Youth Exchange program spon-

_ sored by 4H through the leadership of the National 4-H Foun-

dation has been one of the world’s best examples of what can
be accomplished in internaticnal understanding. The Peace
Corps, the nation’s most recent effort in this feld, 1s looking to
4-H expenience in developing their programs in rural areas of
foreign lands. . . ‘

Four-H work has been greatly assisted by the continuing sup-
purt of business and industry through the National 4-H Service
Commiuee and the National 4-H Club Foundation. The build-
ing of the National 4-H Center, a foundation project, has been
une of the exgellent accnmplishments of the last decade.

Private support to 4-H through the development of state
fuundations }é been an vutstanding example of the support
business and ‘{ndustry are willing to provide in.support of the
program. %g : .

At no point ¥ the dynamic nature of Extension more in evi-
dence than in its wprk with ‘vouth.

-

34
4



Y

Role of Cooperative Extension
in the Land-Grant System

FRED H."HARRINGTON
President, Unicerity of Wisconsin, Madison

WE AMERICAXNS always like to Listuu io the views of outsiders
however unprepared these outsiders are td have mtelhigent views.
When a European traveler comes to our country he 1s met at the
boat by the question. What do you think of the United States?

What can e think? He has not yet had any contact with
America or afiy time to think about America.

.\'everthef]ws, he says something and is widely quoted in the
press here and abroad. -

In the present case, I am the outsider. After you hear me you
may think that I 2m like the European just off the boat. I do
not know much about Cooperative Extension and I have not had
time to think. I am not and never have *been a state director cf
Cooperative Extension. I have never taught, done research, or
performed extension duties iu a College of Agriculture although
I am a second generation Land-Grant product. I have graduated
from a Land-Grant university and have spent my career at Land.
Crant institutions. . : -

I'am an outsider in an additional way at this conference. I
know very little about the theory of large scale organization, or
the process of goal setting. So I will have to talk (1) as ‘an his-
torian, (2) as a University administrator, and (3) as a report
writer; with my colleague Dr. Donald McNeil. I am preparing a
special study for the Carnegie Corporation on,the role of adult
education in the university. :




Cooperative Extension Has Impressive Record

In all of these roles, I am tremendously impressed by the
- record of Cooperative Extension. 1 am the more umpressed, per:
" haps, because I have only recently begun to read the Lterature
on Agricultural Extension und to visit your orgamzations. But
I am impressed, in fact, I am qiite bowled over by your
accomplishments.
I am also willing to grant that after ffty years, Cooperative Ex-
tension is bigger than et er, stronger than ever, better than ever.
But 1 feel that you are doing less than you can, less than you
hould do. We 1n the tni ersity world face a most difficult period
d. We desperately need the feel, the enthusiasm, the will-
wa;s and ability to try new things that characterme Coopera-
tiffe Extension in 1ts growing period. But I find less than I would,
.. like of this zeal and enthusiasm. this willinghess and ability to
“try new things in Cooperative Extension todgy. I find many of
.~yQur spokesmen defensive. I find many of 3 ettled down, and
sa t the day of innovation is over, and,that Cooperative
Extension must expect a penod of reiauve dechne, and must
» - adjust itself this decline.
After all, tptar it said, the farm population is dropping, and
. many succes¥ul farmers no longer need the help of Coopera-°
tive Extension. Further, many say, agriculture no longer occupies
its previous position of predominance in America. Collegis
Agriculture no longer attract students as once they did.|Co
operative Extension is not growing a¢ the rate of the rest og the
. University—so Cooperative Extension faces a standstill future.
I find all this pessimism curious in view of the way that Co-
operative Extension came into being after agriculture lost its
position of political predominance in this country. Cooperative
Extension also made its last big gain in the present decade, in
years of rapidly declimng farm population.
To evplzin, agncuiture did predominate in the United States
#in the days of Jefferson and Lincoln. but the defeat of William
Jennings Bryan for president in 1596 demonstrated clearly that
agriculture had become a minority force in this country—that
a farmers’ party like Bryan's could not carry a national electfon.
" But it was after this—in the early 20th century, in a period of
industrial growth—that Agricultural Extension came into being.
_ And the most tremendous move ahead in the years since World
War 11 further make this same point.
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Aruitoxt provided by Eic:

Five Points of Syccess

I'said I was impressed as an historian, a Unis ersity administra.
tor and a student of adult education.
Let me specify with five points:
1) T am impressed because in the whole history of the uni-

3

1)

versity, Cooperetive Extension procides the chief exam-
ple of a successful adult education motement (adult edu-
cation is of increasing importance, With our rapid
technological change, our need for understanding domes-
tic and foreign problems, and our increasing leisure, and
ven have shown how the adult can be made a better
cmzen)

ooperative Extension represents what is so far the only

iccess of the federal government in providing continu-
ing support of instruction in higher education (Every-
body 1s discussing the question as to how the federal
government can go beyond the support of research and
help on instruction without doing damage to our colleges
and universities. Well, you have a successful example of
support without damaging control, support in terms of
teamwork between the federal government and the state
and local units.)
Cooperatite Ertension has pioneered in the introdyction
of new teaching techniques—for example, the demonstra- .
tion method {How often is the history of higher educa-
tion have new methods been_ succc'ssfull?‘ introduced? To-
day we need. new approaches. You have provided one.)
Cooperative Extension has shoun how to link research
to action programs (Here again we have a great problem
of our day. How can we tie the scholar and scientist to
the average citizen and his needs, you have done this
well for a half a century.)
Cooperative Extension has provided an extraordinary
example of the outreach of the unitersity ( The university
has become one of the most important forces in American
life, in research in training. a sotrrce of ideas, a center
of literature and the fine arts. But the university often
fafls to maintain contact with the people. Cooperative
Extension has shown how the campus can be hed to
the average citizen.)

There you have five points of success.
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Not in Forefront in.Planning for Future

~

Unfortunately, there is another side to the story. Despite my
admiration for your record, I am forced to confess that you are
not now in the forefront in planning for the future at most of our
‘ unuversities. My colleague and I have read many university stud-
ies about the future, prepared by presidents, governing boards
and faculty members. These say much about the “tidal wave of
students,” about research increases, and about the “new inter-
national dimension of higher education.” But rarely do these re-
ports mention Cooperative Extension as a dynamic force ofer-

ing anything for future change in our institutions.

In pondering about this, I am forced to admit

1) That although you work very hard you put tog much
of your effort into running an established and successful
organization, and too little into trying new approaches
and taking leadership in our universities; and

2) University administrators are not adequately using your

— potential.

Need for Copperation With University . . v
\Z’
Should 1

A. I am pained to see how little connection there is between
Cooperative Extension and the rest of the university. I am
amazed to read books about Cooperative Extension that do not
mention the university at all. Or, if they mention it, they mention
only the College of Agriculture.

e specific?

It is easy to understand this, the county agent is far from the
campus and rarely has contact with it except through his Exten-
sion superiors. The director of Cooperative Extension is so busy
with his organization that he cannot work with all parts of the
campus. But he must. I find a widening gap between Cooperative
Extension and basic scientists in our Colleges of Agriculture; I

- find most professors in other colleges indifférent to Cooperative
Extension. Cooperative Extension must work with business ad-
ministration and law, education and liberal arts, engineering,
medicine, and fine arts much more than before. Teamwogk is
necessary in our compli¢ated society, whether we are discussing
the soil or marketing or recreation or transportation.

\‘1 ‘ P
N A




*

B. Since teamwork is necessary, I am distressed to find so little
cooperation and'so much distrust between Cooperative and Gen-

eral Extension. But so far we simply are not working together
well.

C. Another great frontier is the international one. Here too
Cooperative Extension has done much less than it should. I hope
more can be done.

D. I could cite other opportunities not yet fully grasped, such
as educational television.

But .my main point is that Cooperative Extension should pro-
vide leadership, imaginative and enthusiastic leadershxp, all the
way across the board. It has shown that it can "do this.' I hope it
will again.




Cooperative Extension’s ‘ K
Contributions to National Goals
E. T. YORK, JR.

Administrator, Federal Extension Service, U.Sy '
Department of Agriculture, Washington, D.C.
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THE MAINob; Yive of a seminar such as this, as I see it, is
to “encourage that continual sifting and winnowing®by which
alone the truth’ can be found.”

With this thought in mind I would like to pass along some
views—others, as well as my own—on Extension’s contributions
to our national goals. This subject of national gaals, of course,
is a broad one, It would be difficult if not imipossible to achieve -
a consensus even in a group of this size as to explicit goals for
America and how Extension can contribute to these.

I should say in the beginning that we shall make no attempt
to provide clear cut answers on these issues. Rather I would hope
to provide a basis for some active discussion so that together
we can do the necessary “sifting and winnowing.” ©

I haven't attempted to sift out some of our activities in Exten-
sion which may be making little or no contribution to these basic
goals. Perhaps you would agree that we have some. I think it
might be a very productive exercise for all of us tu analyze our
programs carefully and constantly in the light of these basic goals
in an effort to determine which of our efforts are of real signi-
ficance to our nation and its people—in an effort to separate the
fundamentals from the frills.

We mufBt constantly strive to orient our efforts towards pro-
grams and activities which are of a high order of social and-
economic significance. Qur busic mission and goal in Extension
should be no less than that of Lelping our nation achieve its goals
of primary-importance.
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As we letk ahead in this decade of the '60’s, as we observe .

some of the problems we as a nation face at home and abroad.
what are some realistic goals towards which all of us should
strive? What are some national goals to which Extension can
contribule? .

. Goals for America

Within the_past three or four years we've been experiencing °

a great "debate revolving around our national purpose or goals.
Many have suggested that as a nation we seem to be losing a

sense of purpose—that we no longer have goals to unite us and

provide a basic sense of direction.
Sometime ago Walter Lippman wrote;

-

“The critical weakness of our society is that for the time being our

people do not have great purposes which they are united in wanting

*to achieve. The public mood of the country is defensive, to hold on

. and to conserve, not to push forward and to create. We talk about

: ourselves these days as if we were a completed society, one which
‘has achieved its purposes and has no further business to transact,”

In a series of excellent articles treating this };eneral topic, Life -

magazine observed that if this charge made by Lippman and
echoed by many others is true, it represents something new on
the American ‘Scene. The Life editors point out that the United
States has hitherto been a cduntry associated with great purpose.

They suggested that direct relationship between the rise of nas

tions and great purposes and similarly between the loss of such
__~"purpose and their decline. Life concluded with the ominous

observation that a United States without a prggose may well be

a United States in decline. . ' =

In apparent recognition of this concern over what some had”

suggested was a lack of national purpose, President Eisenhower
appointed a non-partisan Commission on National Goals. He,
charged this group of digtinghished citizens with the responsi-
bility to “develop a broad outline of coordinated national policies
and programs,” and “to set up a series of goals in various areas
of national activities.” I am sure that many of you have_read the
significant report of the Commission, entitled Goals for

s Americans.! " )
This report is concerned with two broad areas—“Coals af
Home” and “Goals Abroad.” On the domeﬁ,ﬁic scene its authors

*Tho Report of The President’s Commission on Nat!énal Goals, GOALS FOR
AMERICANS., (C) 19680 by The American Assembly, Columbia University, Prentice-
-Hall, Inc.. publisher. 2 '

(2 . » ~
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treat goals relating to (1) the individual, (2) equality, (3) the
democratic process, (4) education, (3) arts and sciences, (6)

- the democratic economy, (7) economic growth, (8) technologi-
“cal. change, (9) agriculture, (10) ]iving conditi,ons, and (11)
health, and welfare.

In considering “goals abroad” the report was concerned with
(1) helping to build an open and peaceful world, (2) defense of
the Free World, (3) disarmament, and (4) the United Nations.

. It seems to me that the President’s Commission has suggested

two basic goals. First, our primary goal at home relates to the

. development of the individual. This is effectively stated in a
. - summary paragraph in the first chapter.

“The status of the individual must remain our primary concem,

All our institutions—political, social, and economic—must further en-

hance the dignity of the citizen, promote the maximum devilopment

o - of his capabilities, stimulate their responsive exercise, and widén the
s range and effectiveness of opportunities for individugl choice.

“There arc many legitimate goals for the United States. None of

R them—hterally none=is attsinable without the intelligence, courage,

and industry of individuals. The central goal, therefore, should be a

renewal of the faith in the infinite value and the. unlimited *possi-

bilities of individual development. Nothing whatever should curb

- ' man’s right to life—as long, as full, as rich as life can be. In liberty, _

y ' the infinite richness of his contributiont to the life of others is facili--
tated, The pursuit of happiness is an endless quest, in it no one can
> ‘deliver the goods’ to the individual, though the environment can

be vastly unproved He must seek it for himself.”
4

< When we cons:der the true significance of this goal, it seems
. that all of the other domestic goals become secondary. The goals
relating to equality, the democratic process, education, economic
growth, living conditions, and the rest assume a supportive role.
Their significance lies in the contribution they can make in help-
ing to achieve this basic goal of developing the individual.
S And when we say that the most fundamental goal of out -
society is the creation of a climate in which the individual has
the maximum opportunity for development, with a corresponding
maximum degree of ‘individual freedom and responsibility, we
bring into sharp focus the basic difference between our demo-
cratic society and totalitarian systems of the communist world.
As the President’s Commission points out, “This goal (of individ-
ual deve]opment) touches the foundations of democracy.”
This primary goal of individual development is closely related
tq our second basic goal evident in the report of the President’s ,
A :
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Commisison. This second goal—our zoal abroad—is that of
building arr open and peaceful world by making democracy ever
more effective and individual life freerer and more rewarding.
This goal would help people in other lands enjoy the same ap-
portunity for maximium personal development and freedom to
which we aspire at home.

~

. Goals for Agriculture

With these two broad objectives before us, let us turn to prob-
lems and oportunities of more direct cciicern to Extension. As
a basis perhaps we need to consider some overall goals in agri-
culture and how they relate to these two primary goals we have
just discussed.

Lauren Soth, with the advice of a panel of several knowledg-
able people, was responsible for the chapter relating to agricul-
tural policies in Goals for Americans, This adVLSOry group in-
cluded such people as Emest T. Baughman, vice-president of
the Federal Reserve Bank in Chxcago Ed Bishop, head of agri-

*cultural economics at North Carolina State College; Dr. Robert

L. Clodius, chairman of the agricultural economics department
at Wisconsin; and Paul Johnson, editor of Prairie Farmer.

In this chapter dealing with “Farm Policy for the Sixties,” Soth
suggests that the American people are confronted with two basic
long range goals, as far as agricultural palicy is concered.

The first is the maintenance of a strong, progressive and
abundantly producing agriculture.

The second goal, consistent with our basic beliefs in equality
of oportunity and fairness, is that of enabling farm people to earn
real incomes.on a par with incomes in the rest of the economy—
for equal ability and effort. >

The chief problem in moving towards these goals, Soth points
out, is to achieve a greater measure of equalityof income oppor-
tunity for people living on farms. He suggests that the reasons
for the disparity of farm income today are: (1) over production
of farm products in relation to the demand, and (2) excess num-
hers of people in agriculture.

As short range or intermediate goals for agriculture in the next
decade, Soth suggests that pubhc pohcy should be directed
towards the following:

(1) Liquidating the problem of farm poverty. He points out
that roughly one-half of the nation’s farmers account for only 10
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percent of the total farm production. (Today, 44, percent of the*
farmers account for only 5 percent of the total production.) He

* says “The lower half of agriculture is a serious blight on the

United States economy. Some of the worst slum conditions in
America today exist in rural areas . . .” He points out that many
of these families live at a level little better than that of people
in countries which we consider underdeveloped. Per capita in-
come in many of these areas of America averages $200 a year or
less—in a nation where average incomg per person is more than
10 times this amount.

7
“This poverty sectich of agriculture is a burden on the rest of the
country because it imposes welfare costs both in the home areas
and in areas where' migrants resettle. People from these areas are
poorly fitted for city jobs and they often add to the problems of.
delinquency and crime..”

But even more important, this is a costly waste of human re-
sources. The underemployment in agriculture adds up to an
equivalent of 1.4 million man years of unemployment. And econ-
omists tell us that this excess labor in agriculture reduces our
potential gross national product about 1 percent, or the equiva-
lent of about $5 billion. Obviously, this situation represents a
serious failure to achieve our first Lasic goal of giving the individ-
ual the maximum opportunity for development.

As a means of helping to “liquidate” the problem of farmpov-
erty, Soth suggests that by 1970 the United States needs to pro-
vide non-farm jobs for about 1Y, million farm operators who
now earn less than $1500 per year in farming.

(2) The second intermediary goal suggested by Soth is that
of “bringing farm production into reasonable balance with de-
mand at prices approximating the 195960 ratio of prices of
farm products to prices farmers pay.” This represents about 80
percent of parity. He points out that farm output is running
about 7 percent above the amount that would sell in a free
market at current prices and suggests a 7 percent cut in total
output.

* (3) The third goal is that of raising real net income per per-
son of commercial farm families on the order of 10 percent
above the 1959-60 level—with per capita farm income rising -
at least as fast as national income thereafter. Soth points out
that if efforts to accomplish a balance in production and demand
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are succesful (goal 2), government price and income supports
could be greatly reduced and possibly elimirfated.

In. considering these goals, Soth suggested that all public
policies designed to raise farm income in the 60’s should be con-
sistent with (1) restraint of current agricultural output and,
(2) facilitating the transfer of labor from farming to other
occupations. :

I want to come back to these goals later because I think they
provide a good basis for our consideration of Extension’s respon-
sibilities in this area. These goals are closely related, also, to the
Goals and Objectives for Agriculture which were set forth last
October by the National Agricultural Advisory Commisgifn.

The Advisory Commission declared: ‘

“The basic aim of public policies concerned with the welfare of
A\erican agriculture should be to create an environment in which
fa ple will have the necessary opportunitics to make construc-
tive contnbutions to the growth, development and security of our
nation, while at the sarge time they are encouraged and permitted
to earn a level of living comparable to that enjoyed by other mem-
bers of society. In short, the American farmer justifiably wants to be
a full-ledged American citizen with the rights, duties, opportunities

. and rewards which are customarily accorded to non-farm members

of our society.”

The goals enunciated by Soth and the Agricultural Advisory
Commission are more or less specific economic objectives for ag-
riculture. Perhaps we can best sumrharize these economic goals
by considering briefly the three basic goals which are widely
regarded as dominating economic policy here in the United
States. These were stated by George Stigler of the University
of Chicago in a paper in the Journal of Business entitled,
Goals of Economic Policy.” )

The first of these’ goals is maximum output—employing as
fully and efficiently as possible the resources at society’s dis-
posal.

The second goal is the growth of the economy. This results
from the development of natural resources, capital accumulation,
and the discovery of new products and technologies—leading ic
a steady rise over time in the level of income relatiye to
population. !

The third primary goal of economig policy, perhaps recognized
to a lesser extent, is the reduction in in¢ome inequality— or the
achievement of the minimum inequality of income.
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Extension’s Contributions to Agricultural Goals

Now let us examine these goals in the light of what Extension
has done, is doing, and can do to contribute to their realization.

The first of these goals stated by Stigler—that of maximum out-
put—has long been a basic objective of Extension work with
farmers. In the early days of Extension, with rapidly expanding
domestic and foreign markets—and in several periods since—
‘there have been great national pressures for increased agricul-
tural production. Extension has helped farmers meet these
challenges by emphasizing the need for and working towards
full and efficient employment of resources going into agriculture.

Furthermore, Extension’s success in é'ttaining these objectives
has contributed greatly to realization of the second goal out-
lined by Stigler—that of increased economic growth. You are
well aware of how improved agricultural efficiency has released
manpower and other resources—resources that were necessary

r developing other segments of our nation’s economy. Similarly,
this increased efficiency made it possible for the American con-
sumer to spend an ever decreasing portion of Lis income for the
products of agriculture, thus giving him greater buying power
and creating demands for other goods and services. These ad-
vances in agriculture have contributed in large measure to our
nation’s economic growth and to the achievement of living
#tandards here in the United § second to none anywhere.

,¥es, wg in Extension can ’B-e)&fj proud of our contributions
in Lelping build the most efficient agriculture in the history of
mankind—in contributing to maximum and efficient usé of re-
sources in agriculture and thereby to economic) growth.

We must remind ourselves, however, that Stigler wasn't refer-

ring to maximum output from agricultural resources alone. He

was discussing economic policy for the nation as a whole. And
if we consider objectively our contribution to agriculture in re-
lation to the rest of the economy, we might raise sofe questions
as to whether Extension has, in fact, made a maximum contribu-
tion in these areas. T

One question, for example, might deal with the contribution
that agriculture’s underemployed resources could have made to
economic growth if they had been shifted to other, segments of
the economy. We have made great contributions in agriculture.
Could we have made an even greater contiibution if we had
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diverted more of ou1 corts to helping shift unneeded resources
out of agriculture?

Resource adjustments are, of course, inevitable when you have
increased efficiency. Whenever you increase efficiency faster in
one segment of the economy than another, you must shift some
resources out of that segment. This challenges an organization
such as Extension to help facilitate these adjustments.

I hasten to add that, just as Extension can’t claim all the credit
for agriculture’s successes, we don’t haye to accept all the blame
for agriculture’s inability to adjust rapidly to the social and
economic changes taking place. We can very properly ask, how--
ever, if we have exerted maximum effort in thi¢ area—if we have
done all that is possible to help farmers, individually and in
groups, to make the necessary resource adjustments.

And what about the fast of Stigler’s goals—as well as the three
intermediary goals outlined by Soth? What is Extension doing
to reduce inequality of income of farm people?

Individual vs. Group Effects

It is true that we can—and qL;ite frequently do—cite examples
of how Extension has contributed to substantial improvement, in
the incomes of specific individuals. However, many have sug-
gested that these examples could not be fepresentative of the
average farmer. If so, they contend, we would not be confronted
with the great disparity in farm and nonfarm income or with the
serious problem of “farm poverty” referred to by Soth.

Per capita farm income from 1950 to 1960 declined from 53
percent to 43 percent of nonfarm income. The ever-tightening
cost-price squecze in agricultyre is reflected in the fact that from
1950 to 1959, farm production efPenses increased from 60 to 70
percent of gross farm income. - 7

A single individual or even agmall percentage of the total may
benefit greatly from the application of new technology leading
to increased efficiency and productivity. When a high percent-
age of the farmers adopt the same technology however, the
effect may be to increase production'to the cxtent that prices are
reduced and overall income may be dctuaﬂx lowered: This is,
in fact, what has happened in many cases. :

-

This is no new and startling economic t‘heo'ryk It is"a well
recognized fact. Yet I wonder at times if we in Extension are
giving adequate recognition to this. .
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Our educational efforts are in a large measure developed for
and directed towards the iadividual. As an agronomist I have
many times taken the Fesults of a fertility experiment and showed
farmers where one dollar invested in fertilizers would give a
four or five dollar return in increased crop production. This was
perfectly valid research. There is no question that within the
limits of probability, farmers could expect to get this sort of re-
turn—provided the prices received by the farmer remained the
same as those used in'the illustration. Yet when a large number
of farmers begin to adopt such a practice, production will be in-
creased to the extent that the price of the commodity will likely
drop. As a result, the farmer may realize far less return than
this perfectly good (though perhaps inadequately interpreted)
agronomic research might have suggested.

As county agents project county programs or as directors con-
sider the development of opportunities in agriculture in their
States, we often follow the same Pattern of thinking, We set
goals for increasing production and attach dollar values to these.
But sometimes we fail to take into consideration what the rest
of the world will be doing while we work toward these goals,

As a State Director, I recall suggesting to the cattlemen in my
State that since we produce less than 1 percent of the nation’s.
supply of beef, we could easipklouble that production without
having any significant influence nationally on the total supply or
price. And there is nothing wrong with this logic—if we assume"
that everyone else is going to sit back and do nothing. Obvi-
ously, however, this is not likely to be a valid assumption.

This line of thinking.fails to take into account that what is
good fof the individual may not be good for society as a whole”
—that what is good for Alabama’s cattlemen may not be good
for American agriculture,

When we look at Extension’s efforts to help individual farm-
ers increase production—and the growing disparity between
farm and nonfarm income—a question can be raised as to
whether we have adequately considered individual vs, society’s
interests. Even more disturbing, the;quéstion might be raised
as to whether Extension is contributing to, rather than reducing,
the inequality of incore of farm people.

Does this mean that our efforts to increase productivity and
efficiency are not important? Should we, as some have suggested,
declare a moratorium on research and education relating to
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production technology? I would Yegister a very emphatic “No”
to both questions. .

In my opinion, one of our most important jobs in Extension is
to continue to help farmers apply the very best technology avail-
able. As Stigler pointed out, this has always been a fundamental
goal in our economic policy. It is inherent in the plulosophy on
which our great nation has been built.

We may at times have ingdequately interpreted the results
from the application of such technology. But this doesn’t mean
we should lessen emphasis on its use. Today’s agriculture is a
highly competitive and complex operation. The farmer, the
county, or the State which fails to make-use of the best, most
up-to-date agricultural technology will rapidly find himbelf or
itself out of business.

Rather than de-er ﬁﬁasizing our efforts in this area, we need
to go one step Further than we sometimes have in the past. We
need to help individual farmers, counties, and Stages analyze
their competitive position in relation to other farmers or other
areas. There is nothing wrong per se in encouraging Alabama’s
cattlemen to expand production, provided these producers have
a competitive advantage Because of good market facilities, low
production costs, favorable freight rates, and other economic fac-
tors. Extension has or can gain access to information that may
not be availaible to individual producers-or groups of producers.
We have an obvious educational responsibility in this area.

By providing these facts and assisting farm people in making
such analyses, we can help them determine which enterprise or
combination of enterprises gives them the best competitive ad-
vantage. If we can aid farmers in channeling production into
areas of greatest advantage, we ¢an maximize our contnbution
to the nation’s economic growth.

But we must go still further and help pr(gvide for the shift out
cf agriculture of those resources having the least competitive
advantage. If these xesources can be shifted in sufficient quan-
tities*as new technology is applied, we won’t have the income-
depressing effects which sometimes accompany widespread ap-
plication of new technology. Farmers then will receive the just
rewards we usually associate with initiative and increased effi-
ciency in other sectors of the economy.
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Reducing Income Inequality

Resource adjustment is an absolute necessity, too, if we are to
achieve the three intermediate goals cited by Mr. Sath—all of
which are related to income jmpros ement, or as Mr. Stigler put
it, reduction in income inequality. The question Extension faces
is: How can we help facx]xtétc these adjustments or shifts of
resourffes? ‘

Soth’s first goal ¢f “liquidating farm poverty” is concerned
more with a sociological than a farm problem. As we pointed
out earlier, part of this problem is caused by an excess of re-

"sources—in some instances too many people as evidenced by
the 14 million man years of underemployment.

Excess resources are not unique to agriculture, of course. In a
dynamic economy such as ours, other industries frequently find
themselves in a similar position. These industries can reduce the
excess by the simple expedient of laying off part of the working
force. For example, the steel industry a few years ago was oper-
ating at only about 30 prcent of capacity but its profits continued
to be relatively stable.

Agriculture, however, made up as it is of nearly 4 million
individual enterprises. can’t make such rapid shifts of human re-
sources. And the fact that this problem concerns people not only
complicates the situation but it also makes more compelling the
necessity to resolve it.

It raises the very fundamental question, too, as to how we can ~
adjust or shift human resources in a free economy such as ours.
Obviously, we can’t move people around like pawns in a chess
game.

Our best hope for any solution to this problem appears to lie
creating or making available other, more attractive opportunities,
such as off-farm jobs and }raining for new occupations. Such
opportunities will help speéd up the shift of human resources
to other sectors of the econofny.

This is why I have been o interested in the Rural Areas De-
velopment program and sé anxious for Extension to exercise
vigorous and dynamic leadership in this effort. This program, in
my opinion, offers excellent opportunities for Extension to con-
tribute substantially to the achievement of this particular goal.
I believe that this effort be very effective in helping to pro-
vide the means by which many farmers with limited opportun.
ities in agriculture can shift into other occupations. In so doing,
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they can earn a higher income and become more productive
members of society.

The goal of bringing farm production into reasonable balance
with demand is also concerned with resource adjustment. This
is a goal which can and frequently does provoke heated con-
troversy. Few question. the desirabulity of the goal. Many disagree
over the means by which it can be achieved. .

How can Extension contribute to the realization of this goal?

We are concerned here primarily with questions of public

licy wheremn Government, directly or indirectly, may function
if helping achieve this desired balance. The great need today
is for people to understand the necessity for resource adjustment,
various alternative approaches to this problem, and their likely
consequences. This is essential for the effective operation of the
democratic process. ’

Extension can make a very significant and greatly needed
. contribution to this goal by doing a thorough and effective job
of providing the people, farm and nonfarm alike, a better underss
standing of this problem and appreciation of the alternative
means by which it might be resolved. This is a legitimate edu-
cational function—provided it is educational—provided it in-
volves a completely unbiased and objective treatment of the
problem.

‘Realization of the third goal of raising real net income of
commercial farm families is closely tied to the objective of
achieving a better balance between production and demand
Again, adjustments or shifts of resources are essential if this goal
is to be achieved. '

Net farm income can, in many cases, be increased through the
use of better management practices on the farm—through maxi-
mum and efficient use of present resources. Extension, through
such efforts as Farm and Home Development and other man-
agement training programs, can make a substantial contribution
to this goal. Resource adjustments on individual farms, of course,
must be accompanied by programs aimed at making the neces-
sary overall adjustments between agriculture and other parts
of the economy.

Freedom with Responsibility

The achievement of the second and third goals may invol%e
some restriction in the production of certain agricultural com-
modities. One might obviously ask if this is not in vonflict with
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our first basic goal relating to the freedom and rights of the
individual. Indeed, we hear much these days about the farmer
losing this freedom.

Some would counter with the point that with freedom there
must be corresponding responsibility. While we cherish our
freedom as American citizens, no one would contend that un-
restricted freedom irrespective of the consequences is neces-
sarily desirable. Consequently, certain restrictions are imposed
upon that freedom when #t is in the public interest to do so.
This may be done voluntarily or, when necessary, by govern-
ment action.

Goals for Americans points out:

“because of the increasing pressures of man against man in this
shrunken and crowded world, there has been a growing number of
compulsions upon the individual, designed to require him to do things
for the general welfare, as well as his own benefit.

“One of the commonest compulsions is school attendance; its pur-
pose is to develop the individual and. protect society. Compulsory
vaccinatiors is a health measure—with like dual purpose; Many other
examples could be cited. Each is defensible when it does not inhibit
essential free choices and when non-performance would involve dan-
ger, needless cost, or disadvantages to others Those are the tests of
the boundary between liberty and hcensc, one man’s freedom should
involve no trespass upon others’ rights to life, liberty, and the pur-
suit of happiness.”

The automobile industry presumably has all the “freedom” it
needs to run its assembly lines night and day until it has flooded
the market and gone broke. Yet few responsible people would
agree that it would be in the public interest for Ford, General
Motors, Chrysler, and the others to do this even though the
public might, temporarily, get some good buys in automobiles.
In the long run the public would likely suffer along with the
bankrupt industry.

Would I dare say, “If this is not good for General Motors, can
it be good for the farmer?”

With a limited number of automobile manufacturers, jt is
relatively easy for each company to anticipate its share of the
market and gear its production accordingly. This is not the case
with some 4 million individual farmers. Consequently, Govern-
ment has frequently been asked to provide some mechanism
whereby this goal of achieving balance in agricultural produc-
. tion and demand might be realized. The debate continues to
revolve around how this can best be done.
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Extension’s Contributions to Other National Goals

In our discussion of agricultural goals, we have been concerned
primarily with matters relating to economic goals. We in Exten-
sion -also have opportunities to make significant contributions
to achievement of our political and social goals.

Political Goals

Our primary political goal is to strengthen the democratic
process and maintain the democratic system. As Goals for Ameri-
cang points out:

“Improvement of the democratic process requires a constantly better
informed public . . . Whether for their own ends or for those of the
community, whether at the polls or on public platforms or in private
meetings, the citizens of a democracy are expected to take an active
interest and role . . . The democratic process functions only when the
individual “accepts his full responsibility as a citizen by forming con-
sidered opinions on public policy.”

Extension has a great opportunity to.contribute to this goal
of strengthening the democratic process and system through
well-planned educational efforts dealing with important public
issues—particularly those confronting farm and rural people.
I have already referred to this with regard to certain farm policy
issues. In my opinion this offers one of our greatest challenges.

Social Goals

How can Extension contribute to the goal of aiding people in
attaining their “unalienable right . . . to the pursuit of happiness?”
How can we help people Jearn to live, as well as eam a living?

Extension home economists have helped people create better
environments which lead to a richer, fuller, more satisfying
life. Their work in health, welfare, nutrition, better management
of time and otﬁsr resources, leadership development, and other
areas his contributed to this important goal. Our 4-H programs,
too, have helped millions of young people to develop into mature,
responsible citizens. .

But much more can be done to give people greater awareness
and appreciation of the cultural, intellectual, and moral factors
which are essential elements in a democratic society. As Goals
“As the incomes of people have risen, a proportionate share has

not been devoted to intellectual and artistic pursuits. As leisure has
increased, so has the amount of time given to unproductive and often
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aimless activities. Too few of these leisure-time activities hold real
meaning in’the lives of individuals or of the community.
“In part the goals in this area must consist of a sensitive appreciation
of what is going on in the depth of society, a capacity for awareness,
~a gift for distinguishing between true and spurious forms of art. At
their most ambitious, these goals must consist of efforts to encourage
and bring to fulfillment the best of what already exists in embryo.”,

- ‘ We have virtually unlimited opportunities to contribute to this
basic goal. . - )

ucation

. Because of Extension’s unique educational function and the

. fact that education is an essential factor in atta ining all our

. economic, political and social goals, I want to t%( just a few

) moments to give special tonsideration to this fundamuantal goal.

Again quoting from Goals for Americans: '
“The developmént of the individual and the ‘Fation demands:that

education at every level and in, every discipline be strengthened

its effectiveness enhariced . . . A higher proportion of the gross na- -

tional product must be devcted to educational purposes. This is at

once an investment in the individual, in the democratic process, in the
growth of the economy, and in the stature of the United States.”

-

Never in history has there been greater recognition of the im-
portance of education as there is today. Statistics relating to the
educational ievel of American citizens emphasize the challenge
confronting all educational institutions.

More than one-third of the young people’ today do not com-
plete high school; less than one out of four enters college; and
only one-half of these—-—about 1 in 8—graduates.

These statistiCs suggest, first, a challenge to help meet the . °* \

. needs of a higher perecentage of our population through formal ‘
university education. But an even greater challenge is to assist _
the much larger number who never have an opportunity to enter
the ivy-covered halls of the university. »

We should point out that irrespective of an individual’s train-
ing—no matter if he has taken all the forma] training a univer-
sity can offer in a given field—there is a need for continuing * %
education, merely to keep abreast of the tremendous changes W
occurring about us. Certamly there is no terminal point to
education. .

When_President Lincoln signed the Morri}l Act and our Land- .
Grant Institutions began to emerge on the American scene, we
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could have expected the total accumulation of Jmowledge at
that time to have doubled in the next 100 years. Of course, this
“knowledge has doubled many times in the past century, and to-
day we are told that our present knowledge can be expected to
* double within the next 8 years. .

' _This points to the absolait}:a necmy for expanded programs
of continuing education sugh as those of the Cooperative Ex-
tension Service, to enable people to keep abreast of new develop-
ments emerging at af éver faster pace. The Cooperative Exten-
sion Service is widely regarded both here and abroad as the most -

effective inforfnal, continuing educational program in the world.

We are today faced with a great challenge to maintain and

strengthen that reputation in contributing to the realization of
+ this important national goai in education. -

’y ..
Our Goals Abroad '

Let us take a brief look now at our primary goal abroad—that
of building an open and peaceful world—a world in which others
enjoy - the same opportunities as we for maximum personal de- 3
velopment and freedom. Extension can make two very significant
contributions to this goal.

First, by helping to maintain a strong and productive agri-
culture at home, we can share our abundance with other nations
and thereby help bolster their eccmomy, Last fall, in a visit to~
Southeastern Asia. I saw the products of American agriculture

" being used to help prevent political unrest. Without such aid
‘ these people would have been hungry and more subject to
L ideologies alien to democracy and the western world. Someone
- has said that one of the greatest deterrents to communism is 2 .
.. full stomach. American agriculture is helping to provide that -
deterrent in many nations around the world today. Extension
has contributed much to making this possible. We have continu;.
ing opportunities in this area. Je .
1 was particularly impressed during this trip by th fact that
¢ this food was in many cases serving a dual purpose. It was feed-

. ing hungrv people—baut it'wds also being used in support of

C programs of economic development in these countries, The food

. was either being sold to ‘the people and money used to

strengthen the economy, or in Some cases, the food was used as
payments in kind for labor employed in the construction of dams, 4
roads, irrigation systems, or other piblic works, contributing to ‘
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the further ‘devel8pment of the nation’s economy. The ultimate
objective of this was to%help these nations become strong and
self reliant. . :

I look upon this as a short range contribution by American
agriculture to ofir goals abroad. However, we have an oppor-
tunity for an even more significant and lasting contribution by
helping these enﬁerging nations develop their own institutions—
particularly in résearch and education. .

Most of these /eountries we visited last fall, and many others
like them around the world, are establishing increased agricul-
tural production;a\s their primary national goal. In country after
country I heard government leaders say that their number one
need to enable them to achieve this goal was a strong and effec-
tive extension piogram. In the country having what I consider
the best Extension program of any we visited, a country which
organized its Extension Service with American assistance less
than 10 years ago—a prominentleader in agriculture made this
comment: “The’*United States has helped my nation in many
ways. Your gredtest contribution, however, is in giving us your
concepts of Extension education and helping us develop an
effective agriculthral Extension program.”

Unfortunately; the type of progress enjoyed by this’ﬁ)untfy
has not been reglized by a high percentage of the other emerg-
ing ndtions of thé world, ’ '

I firmly belieye that Extension has one of its greatest chal-
lenges and oppprtunities to contribute to a goal of supreme
importance to obr nation by committing more of its best re-
sources to the support of technical assistance programs aimed at
helping these enferging nations develop eEectiv{glxtension pro-
grams of their own. I have already had severa] fliscussions with
officials of AID%conceming this matter. I plan to consider it
further with the State Directors. .

LN

Extension’s Goal

Let me say in closing that I have enjoyed this opportunity
to consider some of Extension’s rontributions to national goals.
Such an exercise has helped me gain a better perspective of some
of the significant contributions Extension is making, or should
be making, towards the realization of these goals.

The challenge {which lies ahead for Extension is summed up
in a remark made more than 50 years ago by President William
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Oxley Thompson of Ohio State University: “An institution,” he
said, “is to be operated for the good it can do, for the people it
can serve, for the science it can promote, for the civilization it
can advance.”

This is a continuing challenge to Extension as we look to the
future. 1 am confident that Extension can and Will continue to

make important contributions to America’s goals, both at home
and abroad.
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The Individual :
and Goal Achievement

GEORGE B. STROTHER

Professor of Commerce and National Agricultural Extension Center for
Advanced Study, University of Wisconsin, Madison

/

OUR concern in this report is to examine the place of the indi-
vidual in the organization—the way in which organizations may
improve the contribution of the individual to the organizational
goals. .

The goal of this report and its achievement will almost cer-
tainly be at variance. We are not yet at the point where a com-
prehensive theory of individual achievement can be stated but
the general outlines of such a theory are beginning to emerge.
Hopefully we will explore some of the research and theory which
is helping to form these outlines and emerge, not with a formula
for a comprehensive theory, but with a little better orientation
as to where we ake going. This report will be organized under
seven major headings. ’

.‘,F 0] Ou@_t—the need for working definitions of what consti-
tutes good performance.'

" I3 [
(2) Supervision—the effect of the supervisor upen performance.
f3) Groups—the effect of the group upon the performance of
ths individual.
,f(é) Organization—consideration of the ways in which org'ani-
zation structure affects the individual.

®) Motivaﬁqn—the problem of individual needs and
incentives.

(8} Coallict—the ways in which the individual reacts to fruswa-
tion within the framework of organization.

(7) Harmony—an attempt to bring together the findings of the
preceding six sections into® principles for reconciling individual
needs and the goals of the organization.
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6 INTRODUCEION

Men have been concerned with the problems of organizations
since the emergence of the first nation-states at the dawn of his-
toric times. This concern was accentuated after the Reformation
and the Renaissance by the increasing complexity of the politi-
cal units being formed but even in carliest times the argument
between two basically different models of organizations began
to emerge.

The state, as seen by Plato, was a rational organization in
which the basic labors necessary to the survival of the state were
dwided into three groups—the work of the laborer, the work of
the soldier and the work of the philosopher-kings.

Is more recent times such philosophers as Hobbes in the 17th
century, and Rousseau in the 18th century have conceived of
political organizations in terms of a non-rational model. They
attempted to base organizations upon a psychological concept of
men with goals, needs and desires. The function of organizations
in this psychologically conceived framework was to provide the
basis for effective cooperation in the achievement of shared
goals. :

With the industrial revolution and the rise of large industrial
organizations, organization theory began to take on a more prag-
matic view. It became less the concern of philosophers attempt-
ing to justify the organizations of states and governments and
more the concern of people trying to explain the modern indus-
trial§organizations. v ‘ .

The work of Taylor in the closing years of the 19th century
was the basis upon which modern classical business organiza-
tion theory was founded. It may not be entirely fair to Taylor
to characterize his approach and that of his followers as a hu.
man engineering approach. In essence, however, it is true the
approach of the classical organization theorist was essentially
mechanistic, conceiving of organization in relatively simple
input-output terms. This approach to organizations dominated
the thinking of writers and research workers for a number of
vears. Fren today, in many classrooms over the, nation, organi-
zation theory is being taught in schools of business following
. the mechanistic model begun by Taylor and still being added to
" by such writers as Koontz and O’Donnel, Colonel Urwick and
R. C. Davis. Closely paralleling the industrial model has been
the development of the sociological model of a rational bureau-
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cracy. The name of Max Weber (29) is the one most frequently
associated with this approach which resembles that of classical
industrial theory in emphasizing rationality, hierarchy and tech-
nical efficiency.

It is convenient, if somewhat misleading, to set up significant
mileposts in history. If a single date can be assigned to the be-
ginning of a different approach to organizations, it would be the
date of the Hawthorne Experiments at Western Electric. Prior
to 1933, the bulk of empirical studies done in industry were-con-
cerned with efficiency. They were studies of ventilation, light-
ing, motion, and other technical aspects of work. The Hawthorne
Experiments began in much the same way. As an added control,
at the end of a long series of experiments, the original base con-
ditions werc rcpeated. Much to the surprise of the experiment-
ers, another increase in efficiency was observed,

This caused the experimenters to reconsider their findings and
they arrived at the conclusion that one of two things must ex-
plain the otherwise incomprehensible results. The two things
which they singled out as being important weré: the change of
the method of supervision that went with the experiment and
second, the change in the social climate of the job. This study
stimulated the writing of several books and began a line of ex-
Perimentation that we might best characterize as initiating the
human relations period in the study of organizations, The hu-
man relations point of view, like the point of view of the 17th
,. and 18th century philosgphers, emphasized the central position
" of man’s_social makeup in the shaping of organizations. Empha-

. 2 e
sis was' placed less on formal organizations and more on the
characteristics of leadership, interactions in groups, motivation,
and conflict as opposed to the classical approach which empha-
sized largely the concept of structure.

Within the last few years a reaction to the human relations
point of view has set in. It 1s not surprising since the human re-
lations point of view was, in many ways, carried to irrational
extremes, and the concept of a work group as primarily a social
gathering created certain untenable implications for organiza-

tion theorw&rs from a review of the recent rcsearch and;

writing off the subject of organizations that some sort of a
reconciliation is taking place between the classical, the human
engineering, and the rational bureaucracy approaches on the
one hand and the human relations approath on the other.
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This reconciliation is giving rise to an equilibrium theory of
organization—a theory which sees organization in terms of a
. -total social context, composed of people who have desires, aspi-
rations, fears and capacities, but also having the rational struc-
ture necessary for effective cooperation.

If one man can be credited with initiating the rapprochement
between classical and human relations theory, it is Chester
Barnard, formerly President '0f New Jersey Bell Telephone Com-
pany, who, in his book, The Functions of the Executite, (1938)
(3) has brought together the results of classical theory and the
results of human relations theory in a concept of organization
as a system in equilibrium. We are far from having achieved a
comprehensive theory of organizatiuu, but the job is going on in
such a way as to encourage a feeling of considerable optimism
with respect to the future of organization theory.

There are still those who see the relationship betwegn the in-
dividual apd the organization as one of conflict. Chris Argyns in
his book Personality and Orgamzatzon (1957) (1) seems to in-
dicate that the individual is in a natural state of warfare with
organizations. William H. White in his widely quoted bouk, The
Organization Man (1957) (30) paints a gloomy picture of men
being remodeled like zombies in the image of organizations.
There is undoubtedly a degree of truth in these portraits. Or-
ganization can be carried to an extreme, and orgamzatlons can
become strait-jackets rather than aids to human cooperation. A
number of writers who have accepted Max Weber’s concept of
an organization as a rational bureaucracy have pointéd out that
the rational model can be carried to a pathologi¢al extreme; .
that the functionaries in a bureaucracy may become s obsessed
with hierarchy, status, standard procedures and rules that there
takes place a means-end transformation so that the, goal of the
organization becomes one of serving of the structure rather than
the end for which the structure exists

It is equally difficult, howevér, to conceive of modern social
‘organization in terms of a loose association nf velunteers. The
modern, complex, social organization requires subordination to
hierarchy and distinctions of status. It owes much of its effi-
ciency to the division of labor and the nse of the specialist.
Without these the technical efficiency that is necessary to space
travel or the hydrogen b&mzb would be impossible.
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If it is true that modern organization theory is moving toward
the concept of organization as a system in equilibrium, it should
be helpful to visualize the outlines of such a system. The system
may be conceived of in two ways: first, as an open system which
exists in relationship to a specific environment; and second, as a
closed system which can be thought of without reference to the
total environment. The open system might be thought of in
terms of a physical model as illustrated in Figure 1. Chester
Barnard (3) has stated that the output of organizations must be
conceived of in terms of two categories which he has called
“effectiveness and efficiency”. By effectiveness he meant that an
- Organization must accomplish its stated goals in order to survive.
By efficiency he meant that these goals must be accomplished
with due regard to the satisfaction of those who make up the
total clientele of the organization. Thus, ‘any organization must
produce goods or services to be effective, but it must do so with
satisfaction to the c-ners, the consumers of these services, the
employees, suppliers and the public. Without the acceptance of
these groups, ‘the organization will cease to exist, no matter
how technically competent it is in producing goods and services.

N

\\\ Figure 1

PHYSICAL CHARACTERISTICS
OF ORGANIZATION

INPUT QUTPUT
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METHODS SERVICES " PlUBLIC
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- On the input s:ée an orgam.zatxon may be thought of in these
terms as utxhzmg men, money, machines, materials and methods
in order to achieve the desired output.

The goals ¢f the organization arise out of the necessity of
maintaining spme kind of a state of equilibrium between the
demands made by the input characteristics and the demands

made by the ©w ners, the cunsumers, the employ ees, the suppliers
and the public.

In a governmental organization, ownership and the public in-

terests tend to be identical. The suppliers tend to be less impor-

tant and the total objectives’ of the organization are framed

) largely in terms of the demands of public policy, the actions of p

{ the employces, and thé demands of those served. Administrative

officers, conscivusly or uneonsciously, frame their objectives

largely in terms of the pressures created by these three groups.

The achievement of the organization, then, is measured in terms

of the success with which the orgamzatxon can attain its explicit
or 1mp,hcxt goals.

The' second ‘model referred to, which conceives of an organi-
zation} as a closed system, is essentially a psychological model.
It takes the existence of goals for granted and attempts to ex-
plaint how the organization achieves these goals. The model re-
ferr!éd to here is illustrated in Figure 2 and is the one suggested

/ Figure 2

STRUCTURE OF A THEORY OF
ORGANIZATION ACHIEVEMENT

MB&BERIIPUTS MEDIATING VARIABLES GROUPOUIPU'IS

VIRMNEES  FINCTION  RESPONSBILTY  PRODICTINTY
WIERACTONS STATUS — AUTHORITY — HORALE
|| EXPECITATIONS  (PURPOSE, NORMS) (OPERATIONS)  INTEERATION

" GROUP STRUCTURE AND (PERATIONS EFFECTS

From Stogdull, Ralph M. Indicidual Behauor and' Group Achievement, 1959, Oxford
University Press { Reproduced by pehmsston of publish cr)
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by Stogdill (1959) (26) in a provocative book entitled Individ-
ual Behavior and Group Achievement. Time does not permit
detailed consideration of the Stogdill model, only a few of its
main features can be noted. i

First consider the output side of the model. Output is defined
in terms of three dimensions. productivity, morale, and integra-
tion. Productivity is self-explanatory and refers to the success
with which the organization is able actually to create the goods
or services intended. Morale refers to the satisfaction.which the
organization creates, particularly with reference to the people
who make up the organization. Integration refers to the capacity
of the organization to adjust to stress, Stogdill’s posmon essen-
tially is that these three are not necessarily related. An organi-
zation may be successful in achieving a high level of productiv-
ity at the cost, for example, of low morale or reduced ability to
survive under stress.

This, like Barnard’s suggestion that we must consider both
effectiveness and efficiency, points up the fact that organizations
do not succeed or fail merely in terms of simple production
goals. Viewed in this light, motivation becomes a more complex
problem since an employee, highly motivated with respect to
production, may not be high in job satisfaction or willingness to
contribute creatively to the organization. The method of super-
vision, rates of pay, promotion policy, and many other adminis-
trative decisions must be made in terms of their effect, not on’
productivity alone, but on the total output of the organizatior.
One of the virtues of Stogdill’s formulation is that it avoids the
apparent contradictions resulting when output is defined in

rms of a single dimension. The usefulness of this formulation

ill become increasingly evndent as we consider studies on
motivation. ¢

On the output side, the main problem is an acceptable defini-
tion of performance. In a relatively simple and routine job, per-
formance may be measured by a counter. a worker puts out so
many units of work of acceptable quality per hour. As the job
becomes more complex;, it becomes more difficult to define
performance.

The monthly report filed by agents in many states is a good
example. Those who have attempted to evaluate the performance
of a staff member by his reports appreciate the difficulty of
measuring complex performance in terms of units produced. For
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this reason, other objective bases of evaluation have been tried:
turnover, sales, absenteeism, for example.

Generally, the more complex the job, however, the more we
are forced back on what has been called job performance repu-
tation. Job performance reputation may be another name for
hearsay and snap judgments, or it may be a careful assessment
by merit-rating techniques. Merit-rating techniques have the ad-
vantage over uncontrolled judgments of being made in a system-
atic and explicit way, but the correlations between judgments
about performance and objective measures of performance are
low at best. In several recent studies where a variety of per-
formance measures were available, inter-correlations between
the various performance measures varied considerably, In some
cases correlations between one measure and another were high
enough to wairant regarding these two measures as evaluations
of the same thing. In other cases the correlations were low
enough to force the conclusion that the twofmeasures are en-
tirely different.

Turner (1960} in a study of foremen concluded that four fac-
tors accounted for most of the performance measures which he
used. These four factors were: (1) reputation; (2) employee rela-
tions as measured by actual personnel data; (3) cost; and
(4) production. A foreman with high merit ratings might well
have a poor record with respect to employee relations as meas-
ured by such things as turnover and absenteeism. A foreman
with good employee relations might be found to have a poor
cost record; and a foreman with a high production record might
be found to have a poor cost record as measured by spoilage
and other cost factors.

To translate this into terms of Extension, we might well find
that a staff, with a low turnover would have a poor record of
production, Yor two .production measures might be unrelated:
Ferver (IQSI)’ (10) in a doctoral dissertatisn completed at Wis.
consin, found!a low relationship between agents’ success in agri-
culture and their success in community development programs.

-In short, we cannot be content to ask the question: “How good
is his performance?” The question must be framed in terms of
the kind of performance with which we are concerned.

We have raised two questions. One, what is an effective indi-
vidual, and two, what is an effective organization? We have
seen that the answers are far more complex than many early
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studies of organizations had assumed. This is not cause for dis-
couragement. The willingness to view organizational achieve-
ment 1n more complex terms promises to clear up many difficul-
ties and misunderstandings, which have previously existed; and
as we go into areas of supervision, motivation, group effects and
conflict, a more sophisticateql definition of organizational achieve-.
N ment will be an mvaluab]e_lai‘a in broadening and deepening our
understanding of organizational achievement.

SUPERVISION

Those of us whose working lives began in the Depression
years can testify that the behavior of supervisors has undergone
a marked change since that time. Starting with the findings of
the Hawthorne experiments and the findings of Carl Rogers in
the realm of psychotherapy and accelerated by the New Deal’s
social legislation, the increasing strength of the unions;,and the
increasing emphasis un personnel management, supervisory be-
havior has undergone a marked change. The hard-bitten, rough-
talking supervisor of the 1920's and 1930’s has been replaced by
a supervisor who is a graduate of courses in human relations,
who has experienced the impact of the grievance machinery if
his behavior has not met modern standards, and who has been
told- again and again that he must lead ratller than drive. v

Mason Haire (1982) (11) traces this change’g’n terms of a shift-
ing source of authority. Authority has shifted in the modern in-
dustrial organization more and more from a point external to
the work group to a point within the work group. As Haire
points out, authority originally was synonymous with owner-
ship. He sees in the future the possibility that authority will be
seen as residing entirely in the work group and that our tradi-
tional hierarchical type of organization will be replaced by an
organization conceived of in terms of interlocking work groups.

i . Even in military organizations, it has now become the vogue @~
teach courses in human relations and moral leadership.

In a study done by the Survey Research Center at the Uni-
versity of Michigan in 1930 (Katz et al, 1950) (15) first line
supervisors were classified as to whether they gave close super-
vision or general supervision and as to whether they were pri;
manly production-centered or employee-centered. Sections were |
then classified into high-producing and.low-producing. Katz and
his associates found that sections given general supervision were’

-
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considerably more likely to be high-producin'g.sectior)s and that

settions under employee-centered supervision were also mare
likely to be high-producing sections.

However, another study by the Survey Rcscarch Center did
not find these relationships with railway construction gangs.
Tannenbaum and associates (1961) (28) in a study Qf supervisors
at a naval research facility found that employees working under
a permissive supervisor were considerably more likely to
be satisfied and to have high morale. They did net, however,
find any sxgnﬁcant relationship between product_mty and type
of supervision.

These results suggest, first of all that the effect of supervisory
style ‘may depend upon the type of people supervised. Permis-
sive supervision may work very well for a group of relatively
educated and intelligent clerical workers, but it may be rela-

tively ineffective for a group of railway section hands. A second *

conclusion that is suggested by these three studies is that the
effect of permissive supervision on job satisfaction may bc
greater than its effect on productivity. In general, employees
who are supervised in a permissive manner are going to be satis-

fied employees. It is not qmte so clear that they will always be
productwe ‘

Ve have been interested in studying supervisory style here
at the Center. While we are not yet ready to measure produc-
tivity in Extension, we have attempted to measure supervisory
style. We have been interested, also, in relating organizational
characteristics to supervisory style. Lavery (1962) (17) devel-
oped a forced-choice questionnaire to measure the permissive-
restrictive dimension, the employee-program dimension and a
third which we felt was relevant in Extension, a public versus
internal orientation dimension. Forty-seten out of the fifty State
Direcors kindly completed the questionnaire to give u:s measures
of the administrative style of the top éxecutives in all but three
of the state Extension Services.

We found, not very surprisingly, that. Directors rather con-.

sistently regarded themselves as more permissive and more
employee-oriénted than they were considered to be by their im-
mediate subordinates. We also found that the larger the staff,
the more permissive was the Director. This is not surprising, of
courfsmcc the more people one must supervise, the less time’

can De spent looking over the shoulder of each individual. Some-
& - ’ 89
N ‘ \
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what paradoxically, however, we found that, in the states with
the larger stafs, the Directors were more employee-oriented and
more public relations oriented: Perhaps the Director who spends
more time away from the office dealing with legislators and
ovtside agencies is regarded as being more permissive. Since
he leaves his staff alone, he is regarded as being more employee-
oriented than the stay-at-home Director who is primarily con-
cerned with the internal workings of his organization.
Another organizational characteristic which Lavery invésti-
gated was the percent of toal staff classified as administrative
and supertisory. Directors with a high percent of administrative
and supervisory personnel on their staffs were considered more

program-cricnted a@less employee-oriented. The implication

15 that the ‘DirectorWith the larger administrative staff is more
concerned with program development while"the Director with a
smaller staff of administrators is more concerned with people.

Lavery also borrowed a sample from a study being done by
 Merlg Howes of Massachusetts w hich was concerned with the

effects of decentralization on Bxtension ,organization. Using

Howes measure, Lavcry compared decentralization with the em-
plovee prugam- centcred dimension, the permissive-restrictive di-
nfension dnd the public relations-internal 'dimension. All three
measures were positively correlated with the measure of degen-
tralizafion, but only in the case of the last one, public relations
orientation, was the corrclation significant. 'I'hese findings sug-
gest’ that the Director in a decentralized organization spends
more time working with the pubhc possibly mending his politi-
cal fences: ¢ % -

Herzberg and associates (1907) (12) in an extensiye study of
job attitudes, concluded that the employee-centered supervisor
generally had mere satisfied and productive employees. They col.
lected from the'literature a number of opinions of shat it was’
that made an employee-centered supervisor, and suggested the
following contributing factors:

(1) sympathy with employees witlr f&spect td both work and ’

personal problems, (2) being careful to share information with
employees, (3) avoiding excessive CriticiSm of employees; (4)
being willing to help, employecs with their work while maintain-

ing a leadership position, (5) encouraging increased decision.

making by employees, (6) maintaining a%consistency in giving
orders and aglministering discipline, (7) keeping employces in-

70, ' ) ’
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formed of their job performance, (8) giving general rather than
close supervision, agd {9) maintaining a reasonable degrée of
social interaction with employees.

From this brief lgok at the effects of supenvisory tecliniques,
I think we may sang) conclude that the behavior of, the super-
visor does have significant effects on the output of employees
and the type of organizagon which “develops. There is some rea-
son to suspect that the :gect of, ppmussn.e supervision on job .
satisfaction is greater th%] its effect on productivity. It is not -

quite s8 clear what the eftect of type of supervision mdy be on~

the reactions of the organuatxon under stress. However, the in-
fluence of the supervisor is felt both directly in its effect on the
behavior of emiployees and indirectly through its effect on the

structure of the organization, both formal and informal. ~ 2
;ot P
>, GROUPS e )

' "The study ;{;‘f the influence of groups on performance is gela-

tively new. Bgginning with the work of Kurt Lewin at the¥Uhi-
versity of Iowa, the study of group dynamics has become a2 ma-
jor concern-of social psy chology \Itlxough interest in group dy-
namics is a cohtnbutlon of American psycliology, two European
immigrants aétuall) started this work in the United States. As
was Lewin, J.,L. Moreno was an immigrant to this country, his
interest in role playing began in a psychgtherapeutic setting
and was later transferred to the training o? industrial groups.
We are indebted to Moreno not only for the concept of role play-
ing but also fOr the concept of sociometry, a technique for an-
alyzing first graphically and then, mathematically the kinds of
interrelationships whicli develop among members of groups.
Norman Maier of the University of Michigan was one of the

_ first to give this approach a specific industrial empliasis. Maiér

(1953) (20).concluded from his- studies of group decision mak-
ing that group decisigns were superior to individual decisions in
three main ways: j

(1) the qlmht cof "froup d(cmons was superior to that of in-
dividual .decisxon 2) the level of aspiration of a group was
higher than the 1 5 ofgaspiration which supervisors felt they
could impose on the tf‘p, and_(3) group. und'(rstanding and
acceptance ‘of decisia V was lnﬁler‘ Wwhen the dccisions were
made by the group. B vélas (1930) (5) directed attention to the
effect of group strucfilre on the effectiv cness of communications.
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In one of the first industrial applications of group dynamics,
Coch and French (1948) (8 imnvestigated the effect of produc-
tivity of different degrees of participation in the decision-making
process. In their study three groups were equated for productiv-

" ity before the introduction of a change in work methods. One of

the groups was then presented with the changed #fethod without
being consulted, the second group was involved in a moderate
degree of participation in the hange, and the third group was
involved as fully as possible.

In the no-participation group, production dropped after the
change, turnover rose, arid the relearning process was slow. The
group with maximum, participation showed a 15 per cent produc-
tion increase after change-dver. An automatic weaving plant in
India was studied by Rice (1953). (23) In this study the initial
effect of reorganization was a significant drop in production.
Howeter, after the workers themselves were involved in the re-
organization process, production increased and this effect ap-
peared to berelatively permanent.

Lorge ’arja others (1958) (19) in an extensive survey of the
effects of groups on performance conclude:

“In gencral in the evaluation of the relative quality of the products
produced by groups, in contrast to those produced by individuals,
the group 1s superior . . . Yet it must be recognized that group pro-
cedures.may have disadvantages too. A single member or a coalition
of members may retard the group by holding out for its kind of

solution—a consequence that may reduce the quality of the group
product if the solutions so proposed arc inadequate or unrealistic.”

In an era where “group thinking” is all too common, Lorge’s
reservations deserve attention. Undoubtedly it is important to
distinguish the kinds of work being done—wliereas a Thomas
A. Edison may be far more creative working alone as an individ-
ual, the work of a nuclear laboratory may be essentially a group-
type of activity. Thus, we first need to ask: Is the nature of the
task one which is appropriate to group solution? The effect of a
group's attempt to write a poem is almost too horrible to con-
template, on the other *hand, the solution to a complex problem
may necessarily require the pooling of a variety of talents.

We need also to consider the problem of optimum group size.
In a study of air controllers done by Kidd (1961), (18) smaller .
work groups were found to be more efficient than larger groups.
Furthermore, the groups were found to be more effective when
coordination requirements were kept to a minithum. Clegg
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(1961) (7) in 2 sociometric study of county Extension workers in
two states reached a similar conclusion with respect to Exten-
sion organization. He found in general that the smaller county
units shiowed greater organizational acceptance—that is, greater
agreement between the furmal and mformal structures. One not-
able exception fo this was in the very small units where a single
woman worker was assigned. There was higher satisfaction in
those county organizations where "at least two women were
employeds .

We can now begin to specify some of the conditions under

+ which group performance 1s supenor to individual performance
The most obvious justification for group action occurs when in-
dividual capacity is simply not adequate to do a job. Second,
group performance will be superior to individual performance

. in those cases where specialized capacities are needed.

This illustrates a fundamental problem in Extension organi-
) zation where today more and more farmers are specializing, are
: better educated, and therefore have qualifications which are
similar to those of many of the Extension workers who serve
them. The need then arises to consider larger organizational units
which will provide a more specialized kind of service, and in

.this type of setting the traditional division of labor b) county

lines may serve as a strait-jacket preventing the kind of service
which is needed by the modern farmer,

A third way in which groups are useful is to combat monotony,
This is especially evident in routine industrial tasks, but mono-
tony may also be a problem in relatively skilled types of work.

Fourth, groups inhance individual performance through the
process of social facilitation. In many ways we do better simply
because we are working sidé by side with other people and their .
efforts tend to reinforce ours.

Fifth, groups may serve to increase competition and increase
individual effort. Studies of competition suggest, however, that

_this effect is double edged—whereas. for the ‘superior worker

it may stimulate greater output for the average or below average#

. worker, it may, on the other hand,iinduce frustration and uiti-
mately reduce outppt. -

Sixth, groups may enhance individual performance by what

may be called a “pooling effect”, By involving a number of peo-

ple in the decision-making process, the problem is seen from

more points of ‘view, more solutions are proposed, and the pro-
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posed solutions are tested by a4 greater variety of cnteria. This
effect, too. is double-edged.

In a study of work groups under incentne pay by Whyte
(1953}, (31) it was shown that restriction” of output resulted
from a group decision-making process. Furthermore, Whyte
points ont that the degrce of group solidanty is related to the
effcctiveness with which ontput is restricted. Thus, a strong work
group may further the wms of the organization, or it may result
in frustration of those aims.

One further cantion is needed in evaluating the effects of
groups on orgamsational and individual output. A number of
studies have contrasted the effectiveness of groups operating
under vario1s hinds of leadership and have made 1t evident that
the type of group involvement is critical. A group which is
grathered together merely to act as a rubber stamp will not be an
effectfe group. At the other extreme, group planning and de-
ciston making. unless made effective by f dership,and adequate
orgarnzation, will resnlt 1n confusion and conflict. Effective utili-
sation of work groups thas involves decision as to the points at
which group invelement will be productive, the kinds and
amounts of grouff im olvement necded, and the size and qualifi-
cations of the groups to be utilized.

-

ORGANIZATION

Enduring groups always have structure. This is true whether
or not that structure is motivated by a common purpose. In the
barny ard, peching order is established among the chickens, How-
ever, if the territory is too large, the pecking order breaks down
and several territorics. each with a pecking order, emerge. Even
the barnyard thus undergoes a degree of decentralization when
the size of the group becomes unmanageable. Structure becomes
an increasingly critical variable when there is a collective pur-
pose. Adam Smith, at the dawn of the industrial revolution, de-
scribed with a note of wonderment the vastly increased produc-
tive capacity of a pin factory in which there was specialization
of functions. Smith’s pin factory was a comparatively simple or-
ganization when contrasted with the modern industrial or gov-
ernmental bureaucracics—and the modem bureaucracy is itself
usually a far more complex thing than its standard orgamzatxon
charts would indicate.
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The efficiency of various kinds of communication patterns was
studied by Bavelas (1930) (5) and by a number of later writ-
ers using his techniques. Bavelas described group structure in
terms of wheel, circle and net types of design. In a laboratory
study he introduced various communications to these types of
groups and studied the efficiency with'which communication was
carried out. Bavelas's wheel-type. of organization most nearly
resembles the typical lierarchical stracture found in the stand-
ard orgamzation chart. The net-type of structure is that most
commonly seen mn groups Where all communication is handled
on an informal basis. The circle-type of comunication resembles
the system found in a prison cell block or an assembly line. Of
the three, Bavelas found that the wheeltype of communication
was most efficient, the net-type of communication, besides its
comparative lack of efficiency, also involved far more communi-
cation about group structure,

More recently an attempt has been made to study group ifiter-
action from the standpoint of the theory of linkage. Dubin
(1959) (9) advances the hypothesis that the stability of
membership in a group is inversely proportional to the number
of interactions required of the group member. Thus, the individ-
ual m a strictly hierarchical organization with only one upward
link and perhaps half a dozen downward links is relatively con-
tent. On the other hand, according to Dubin’s theory, in a com-
plex organization in which linkages are both lorizontal and ver-
tical and exist in large numbers, the pressure on the individual
to leave the organization becomes substantial.

This idea has considerable relevance for Extension, particu-
larly those organizations in which the linkage patterns are highly
complex. Many a county agent, for example, may have to arswer
to the Farm Burcau, the County Agricultural Committee, the
individual clientele of the county, his superiors ih the state office,
the specialists and va-ious functional supervisors who compose
a typical Extension organization. To the extent, therefore, that
relating himself effectively to the organization involves many
different kinds of contacts, the ease with which this relationship
is maintained is greatly reguced. Intuitive evidence to support
Dubin’s theory might be gained from examining the things we
think of when we receive an offer which would involve a change
of jobs. I suspect that most of us in weighing the advantages
of a change think, subconscionsly at least, of all the committees
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and other collateral duties that we can drop when we start a
new job with a clean slate. Perhaps one of the functions of a
good adminisrator is to minimize the number and variety of de-
mands made upon thé members of his organization.

Another way of thinking of the organization of groups is in
terms of the multi-dimensional sociometric survey Tannenbaum
et al, 1961 (28). Nearly everyone is familiar with the idea that
there exist two parallel organizations within any complex group,
the formal and the informal. Less familiar is the notion that there
is also a type of organization that might be called non-formal.
This is neither the formal type of hierarchical structure that we
see in the typical organization chart, nor is it the kind of inter-
personal relationships represented by a typical sociometric dia-
gram. Rather, it represents the emergence or creation, by the
group, of intermediate struct which supplement the formal
organization and which may bejeventual additions to the formal
organization.

For example, in the study{!p Clegg (1961) of the structure
of two state Extension Services, §t was found that the position
of the county chairman was evolting into an intermediate level
in the formal organization, despite the fact that no, formal au-
thority had been delegated to the county chairman. According
to the formal organization, the direct line of responsibility ran
from the district supervisor to each individual waer of the
county organization.

However, it became clear in this study and in an earlier one
of Ross's (1960), (24) that because of the geographic separation
of the supervisor, because of the wide span of supervision in-
volved, and because of the fact that the supervisor was fre-
quently not available or not easily accessible when decisions had
to be referred upward, an intermediate position was evolving.
Althongh, in both of the states concerned, a staff type of respon-
sibility had already been assigned to the county chairman, no
line authority had been given him. Yet the nature of his position,
his accessibility, and the problem of making decisions against
" a time pressure had led to the referral of a large number of de-
cisions to the county chairman. If anything defines line author-
" ity in an operational way, it is the referral of decisions to a given
person. In this sense, then, the county chairman occupies an in-
termediate position in the non-formal organization which, I sus-
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pect, will be formalized in Jue tme and will appear in the,
typical organization chart. : -

The concept of formal organization as a rauonal bureaucracy
has much to recommend it. Nevertheless, it becomes increasingly
evident to students of organization that the bureaucratic model
of Max Weber (1946) is insufficient to describe adequately
formal complex organizations. Many organizations when tested
agamst the internal logic of the bureaucratic model fall short,
first because the bureaucratic model assumes some sort of
economic man or rational man who is not disposed to resist the
restrictions which formal organizations jmpose upon him.

The second difficulty with the bureaucratic model is that or-
ganizations exist 1 a total environment and environmental de-
mands have to be satisfied, often even when they violate the
internal logic of the organization. A good illustration of this
would be the tenacity with which Extension organization follows
county lines, although in many cases it is evident that the county

. pattern of organization is irrational and inefficient.

Illustrations of the ways in which rational organizations may
violate psychological principles can be found in numerous in-
dustrial studies; these studies indicate that the bureaucratic
ideal of specialization of function can be carried to too great
an extreme. The individual worker whose job is too specialized
~ or whose work cycle is too short and repetitive may, in spite of
the theoretical efficiency of such division of labor, be less pro-
ductive because he is not able to adjust mentally to the demands
of the job. Perhaps Weber had these difficulties in mind when
he said.that the concept of a rational bureaucracy was really
thatafsan ideal type which was only approximated in existing
organizations. .

Extension also faces another problem which has been studied
in various organizations, the problem of centralization versus
decentralization. This problem is especially important in Exten-
sion because of the wide geographical dispersal of the mem-
bers of the organization. During the depression years a study
was made of Sears Roebuck & Company. It was found that there
were two types of retail stores in ‘the Sears struclure, those with
a relatively narrow span and those with a relatively broad span
of supervision. In the narrow-span types of organizations, a few
department heads reported to a single store manager and each
depart{nent head in turn supervised a number of section heads.
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"In the wide-span type of organization, the section heads were
directly supervised by a single store manager, and perhaps as
many as 20 people reported to a single manager. The decen-
tralization of authority in the wide-span organization had sev-
eral advantages: first, the stores with the wide-span type of or- -
ganization were generally more efficient; and second, they were
the stores from which the best future store managers came.

It should be noted now that we are talking not about first line
supervisors but about second or third line supervisors, This is
similar to the situation in Extension where the second line super-
visor, the director or associate director, supervises only four
district supervisors. The first line supervisor, then, in turn may
supervise .as many as 80 or even more operative or production
employees, if I may be permitted to refer to the county person.
-nel by that term. This is the typical picture. However, in some
organizations, notably Massachusetts, as an example, a great
deal of decentralization has taken place and to a very great
degree power resides in the counties rather than in the central
office. :

This, hoWevér, is not decentralization in the same sense that
the Sears sfipervisory authority was decentralized. Authority in
Massachusetts is essentially political in nature, being derived
from the counties and in a sense fowing upward, whereas in the
Sears type of decentralization authority was actually delegated .
downward. It is likely that the Massachusetts type of organiza-
tion has problems of its own but that these problems are not
necessarily typical of a decentralized organization.

Merle Howes is now engaged in a study which, hopefully,
will throw some light on the effect of this type of decentraliza-
tion on turnover, staff quality and organizational stability. It may
well be that the Massachusetts type of decentralization is not
beneficial. I think many of us would suspect that this is the case.

‘. This will not, hWeVer,,negate the findings of the Sears study and
other similar studies as to the advantages of a decentralized
bureaucratic type of organization structure.
. The level at which decisions are made was varied systemati-
cally in a study by Morse and Reimer (1958) (22). In general de-
centralization improved the attitude.of the rank and file em-
ployees toward their immediate supervisor, but the effect on '
production was not so clear: production was increased when

, the level of decision making was lowered, but it was increased
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still more when the level was raised. This is another instance
of the earh’ef suggestion that job satisfaction and productivity
are not necessarily directly related.

The foregoing studies and comments are suggestive of a need
to restudy extensively the organization structure of Extension
and the impact which this structure has on the individual. We
are far from having answers to all of the problems. However, it

* is evident that to, the extent that Extension has been shaped by

/

tradition, by political considerations and by historical and geor
graphical accidents, the tfficiency of its organization and its im-
pact on the individual can be progressively increased as we gain
further understanding of the effect of organizational structure
upof group performance.

j MOTIVATION®

Interest in employee motivation has continued high, as the

npmber of articles published on this_s_%bject in the last few years

ttests. Interest in financial incentives? of course, goes back ta

he early days of the scientific management movement, but the

/ advocates of financial incentives in the early 1900’s were not

interested in studying motivation—they assumed an economic
man who was primarily motivated by money.

Articles by Likert (1959 (18) and McDermid (1960) (21) point
out that money has motivational value only as it satisfes a work-
er's needs. McDermid also goes on to show that motivation Tests
on a need-hierarchy and that other needs may take priority over
those which are served by financial incentives. Classic illustra-
tions of this are found in W. F. Whyte’s (1955) book, Money
and Motication. In two case studies he shows how imperfectly
the production of groups of workers is related to their incentive
pay. Previous work experience, attitude toward the time study
man, and the need to vary the routine may all play a part. He
also describes a number of ingenious methods that the workers
invented to beat the quotas—methods which put to shame the
creative artistry of college students at exam time.

Whyte also relates the effects of incentive pay to the social
and economic backgrounds of the workers. His “ratebusters” in
one study were more often farm boys reared by strict parents,
asocial, poor givers, Protestants, and Republicans. His “restrict-

® Portions of this section are taken from the author’s monograph: Individusl Per-
jormance and Corporate Purpose, Wis. Comm. Reports Vol VI, No. 4, Mar. 1882,
Bureau of Businets Research and Service, Univ. of Wh. Madison, Wis.
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ers” were more likely to be the children of unskilled workers,
city boys who were members of the neighborhood gang, joiners
as adults, givers, Catholics, and Democrats. The details of the
portrait will surely vary with time and place but the moral is
plain: incentive pay will affect different kinds of people differ-
ently. If money is of value only as it satisfes needs and if those
needs which stand at the upper end of a need hierarchy are
most important, then the starting point of a study of employee
motivation is the question, “what do employees want?”

Motivation is based on needs but, indeed, need and satisfac-
tion are opposites. If a man is satisfied he no longer has a need;
if he needs he is not satisied. We are thus concerned not with
needs alone nor with incentives alone, but with maintaining
some kind of a state of equilibrium between them. Schwitzgebel
(1960) (25) and Bass (1960) (4), taking their cue from the-animal
laboratories, suggest that partial re-enforcement may be more
effective than total re-enforcement for people as well as for rats.
Regular and complete need satisfaction may have less influence
on performance than irregular or partial rewards.

The realization that need-perpetuation rather than need-satis-
faction may be the prime motivational responsibility of manage-
ment is reflected in several recent books (see Argyris, 1960, (2)
and McGregor, 1960) emphasizing self-actualization, If they are
right, then continuing and incompletely satisfied needs are the
best motivators. Evidence to support this point of view has been
accumulating since the pioneering article by Coch and French
(1948) on overcoming resistance to change. The Michigan studies
by Katz et al. (1950) at Prudential showed. that high producers
had more prigg in their work (a continuing need) and were more
critical (evidehce of unsatisfied needs) than low producers; low
producers, on the other hand, participated more in recreation
and athletic programs (need-satisfiers). Y
. Herzberg et al. (1957) (12) in a survey of about a thousand

studies (1,796 listings, some overlapping) of job attitudes con-
clude that “the best psychological state for full utilization of
human resources is one of dissatisfaction sufficient to provide
motivation for intense activity, yet not enough to make the
worker want to quit his job.” (p. 102)

THe Herzberg study found numerous relationships’ between
job attitudes and performance. The results of some of Herzberg's
findings as to the relative importance of certain attitudes are
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summarized in Figure 3. Stogdill's (1959) (26) classification of
motives as beafing separately on productivity, morale and or-
ganizational stability and some of the discussion earlier in this
section make it clear that not all of these job attitudes are neces-
sarily associated directly with productivity. All may be thought
of as having some bearing, however, on performance broadly
conceived. Bass (1960) puts it somewhat differently, stating that
task goals are often irrelevant to the need satisfaction of the
worker—keeping his job is relevant; producing is not.

In later research, Herzberg et al. (1959 (13) undertook an
extensive interview study of acgountants and engineers in a
number of companies in order to #test some of their conclusions
under controlled conditions. Figure 4 summarizes some of their
results, Several conclusions of importance can be drawn from it.
First of all, certain factors in the work setting may be much |
more likely to influence attitudes in one direction than another.
Second, certain kinds of attitudes produce long range influences
and others produce only short range influences. Third, a given
factor may have long range influences in one direction and com-
paratively short range influences in another.

Figure 3

MEAN RANKE OF FACTORS CONTRIBUTING EITHER TO ERALOYEE SATIEHACTION OR DISSATISFACTION
CONTREYTING TO DISSATISFACTION CONTRIBUTING TO SATISFACTION ~
MOsT LEAST LEAST 08T

MO8
TMPORTANT TMPORTANT  IMPORTANT IHPORTANT

. ] 2 3 £ 5 6 7 7 é 5 <« 3 2

SECURTY { "~

OPRORTUNITY FOR ADYANCEMENT 0 B

COMANY AND MANAGERENT ] |

mAGES I

WTRNSK ASPECTS OF JOB f T

SUPERN/SION

SOCIAL ASPECTS OF JOB

A —_— e ———
e~ a —
i

WORKING CONDITIONS [

Reproduced by permission f Hersberg et al. Job Attitudes. Review of R ch
eproduced By B i, 1987, Peychological Service of Pitisburgh. of Resear

81

KO




As part of the interviews the investigators asked each respond-
ent to indicate any effect which the incidents they described
may have had on their performance. They concluded that 60 pér
cent of the sequences described did affect performance in the
expected direction. Favorable attitudes were more likely to
affect performance than unfavorable (73 per cent vs. 48 per‘cent).
The long® lastmg, favorable sequences were most likely to lead
to improved performance, the long-lasting, unfavorable se-
quences were more apt to lead to quitting. They also concluded
that the satisfiers were more likely to relate to work itself while
the dissatisfiers tended to arise out of work environment. Salary,
they felt, was mainly important as a symbol of fairness.

The question afises as to how general may be the application
of these results. Some light is shed on the question in the com-
parison between the accountants and the engineers. In general,
Herzberg found that the dissatisfiers did not differentiate but
that some of ‘the satisfiers did. Accountants were more often
affected by incidents involving advancement and possible
growth, engineers were more affected by those involving re-
sponsibility and the work itself. This agrees with the findings of
a study by Strother et al. (1962 (27) which found that graduating
seniors in engineering were attracted relatively more by bene-
fits associatéd with their profession and business students more
by opportuu}hes for advancement.

We have devoted special attention to the foregoing investiga-
tion because it represents a trend toward a more analytic ap-
proach to the relationship between motivhtion and performance.
The review of research by Herzberg (1977) had been dominated
by data on operative employees any of the studies sur-.
veyed went back to Depression and pre-Depression years. Se-
curity, broadly defined, ranked high among motivators. Recently,
more studies and articles have been published on white-collar
personnel and aspirants for whom risk and opportunities for ad-
vancement ranked higher.

The motivational problems of special groups have received
increasing attention in recent years. Several studies of older
workers have been undertaken at-the University of Wisconsin.
In one of these (Johnson and Strother, 1982) (14) a rather abrupt
decrease in expectations of advancement was found to occur in
the forties (mid forties for factory and late forties for office
workers). This change occurs at a time when these employees

82
. =%

(2
»




still believe that their peak job ability is either at hand or still
to be reached. This suggests that -the decline in performance
which has sometimes been reported for older workers may be in
part the result of failure to consider the special motivational
problems of older employees. ¢

Although most of the studies of motivation have been done in
industrial settings, their dpplication to Extension is considerable.
This is’confirmed by stydies such as that by Margaret Browne

. (1959) (6) who interviewgd middle management Extension per-
sonnel., The interviews Were open-ended and the respondents
werek free to indicate their feelings withouk being guided too
muck, by specific questions. It is interesting that salary was men-
tioned spontaneously by less than half of this group. In general,
the sthte leaders were satisfied with their salaries and about two-
thirds of the home economics and agri }xlture leaders were satis-
fied with their salaries, but only about one-fourth of the 4-H
supervisors were satisied with their salaries. There was general

agreement that the dissatisfac was more frequently con-
cermed with feelings about faiméss than with absolute dollar_
amounts.

Major sources of satigfaction were: (1) the feeling of status in
the field, (2) a sense of/responsibility, (3) the learning opportuni-
ties afforded in Extension work, (4) the nature of the work itself,
and (5) the social contacts of the job.

Major sources of dissatisfaction were: (1) the disparity between
prestige in the field and the feeling of a lack of status on campus,
(2) a feeling of lack of involvement fn the decision-making proc-
ess, (3) lack of authority commensurate with the responsibilities
of the job, (4) the need for constructive criticism which was not
given frequently enough, (5) poor communications, and (6) the
feeling that many of the jobs were. dead-end with little
expectation for future promotign. This last was not always a
source of dissatisfaggion, however. As in the study by Johnson
and Strother, many middle management people had ceased to A
aspire to advancement and were content to serve out their re-
maining working years in their current jobs. One.wonders, how-
ever, if one of the very powerful motivators was not, therefore,
missing from the job.

In summary, the findings concerning motijvation seem to pro-
vide three important suggestions: (1) a good system of incentives
must recognize the fact that certain needs are more important ~
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than others and theréfore serve as moré effective motivators, ,
(2) motivation does not always operate along a single'dimension
—ceftain motives may influence productivity, others job satis-
faction, and still others-the degree of commitment which the
individual has to the organization; (3) motives may operate in
erther a positive or a negative direction—certain kinds of motiva-

tion have to do primarily with job satisfaction, other ku@s of

rflqtivation are largely negative and producé dissatisfaction:
For example, dirty wash-rooms in an industrial setting may
produce dissatisfaction, but .ultra-sterile wash-rooms will pro-
duce no more satisfiiction than will adequately kept ones. Like-
wise, in an Extension setting, lack of a telephone might produce

) dissatisfaction, but having two telephones instead of one will

hardly increase the amount of job satisfaction which a staff
member has, (4) finally, those motives which have to do with
achievement, recognition apd self-actualization are the powerful
ones in producing a productive and committed staff.

r i N . L
- . CONFLICT

We have seen that the important motives are the ones which
are not routinely satisfed. The motivational state which is de-
sirable from the sta%(]lpoint of a productive organization is one

‘.n which there™is, what we might call optimal dissatisfaction.

Certain motives in particular meet this requirement: for ex-
ample, recognition, achievement and self-actualization. If, on
the other hand, there is a persistent blocking of motives and a
state of chronic dissatisfaction this leads to frystration. When an
employee is faced with a persistent blocking of his need satis-
faction, he may attempt a rational approach*fo the problem, 4n-
creasing the variability of his behavior thjough trial and error
and the kind of rational problem-solving(that frequently leads
to insightful solutions.- However, if either 'the dissatisfaction it-
self is exceptionally persistent, or if the problem-solving tech-
niques available to @3 individual are deficient, ultimately'an

" irrational wonjadaptive “solution” will be selected.
tinguish x}\a

There are, three main characteristics which -dis
tional from the rational problem-solving behayior: (1) Stereo-
typio, non-adjustive behavior tends to become fixed and repeti-
tive and_even though a given‘?tpproach to the problem has not

_resulted in success, the individual will repeat that response
.o %@n and again without satisfactioq or solntion to the problem.
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(2) The responses which-arise from irrational tension-reducing
activity are themselves usually non-adjustive. They may succeed
in reducing tension, but they are not the kinds of befgwior that
- » will normally lead to préblem solutin. In every day speech,
we may describe this kind of behavior as beating one’s head up
against a stone wall. (3) Also charagteristic of an irrational type
of problem-oriented behavior is an increasing amount of self-
centeredness on the part of the individual. He loses his ability
to see the problem from the perspectivé of other people and all '
s  his attempts at evaluation have a self-reference. “Why don't
& people give me more breaks?” “Why does everybody have it in
. for me?” “Why does my boss give other people all the breaks?”

We can usually recognize non-ad]ushve, problem-oriénted be-
havior because in general it tends to take one of four major
forms. We shall call these four forms escape, attack, inferiority
and tension.

In the escape reaction, the individual attempls to reduce ten-

sion by withdrawing from the problem, situation. He may do

_ this physically through quitting or absenteeism, or he may do

it psychologically through apathy or excessive day dreaming.

. Most of us are familiar with the story of the secret life of Wal- e
ter Mitty, a much down-trodden and frustrated man, who was
. dble to escape from his life of desperation into a rich and satis-
fymg world of dreams. y

In’ the attack type of reaction, turning his frustrahons out-
ward so to speak, the individual may be obviously over-aggres-
sive or his attack”reaction may take the fornf of being overly
critical of others or excessively defensive.

. In the inferiority type of reactig{\ the frustrations are turned . \
- inward.upon the individual himself. This type of reaction often -
« disguises itself in forms S)vﬁlc e not easy to recogmze The
extremely busy person is"often defending himself agdinst a feel-
.” ing of inadequacy. Robert Louis Stevenson put it very nicely in
a little essay called “An Apology for Idlers” when he said, “Ex-
treme busy-ness . . . is a sign of deficient vxtahty The individual
. suffering from feelmgs of inferiority may be excegssively moody.
He may eglso at_times be the office practical joker, because
people who are moody often defend themselves against depres-
sion by being overly elated and overly active. Or, he may be an
extremely sensm\e person respondmg excessively to cnh.ciS}i
. X * 85
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In a pathological extreme, the escape reaction may result in
an acute type of withdrawal, called schizophrenia, and the
inferiority rgaction may culminate in a manic-depressive or
paranoid psychosis. The psychiatric extremes ,are, of course,

far rarer than the every-day reactions of relatively normal
¥ individuals. )

Finally, if we are not able to discharge the aroused tensions

. by either escape, attack, or the kind of self-punishment called

# ) inferiority, excessive levels of tension build up. This may show

up in sych relatively simple ways as smoking too muclr or drink-

ing too much; it may also show up in the form of explosive be-

’o havior, violent temper tantrums, quarreling, and so forth; or it

L/ may show up in psychosomatic disturbances—peptic ulcers,

hypertension, and even hay fever and asthma are conditions

which are aggravated by excessive loads of tension. So common

is this type of reaction that the psychosomatic illnesses are

almost the badge of middle management personnel who, even

* more than the top management and the first line workers, are
\‘Mg_t_im‘s_gf this type of illness.

As Argyris has emphasized (1960), the organization itself

may be the strait-jacket which produces frustration in the in-

dividual. ‘On the other hand, it may be that lack of need satis-

but from the behavior of one’s immediate ‘superiors, the total
Ppattern of interaction. within the organization and without, or the
transposition of frustrations from other non-work connected set-
tings. In any o, conflict-oriented behavior is characterized by
i a high input-low output formula which spells ineffciency. Fur-
¢ 7 7 thermore, conflict-oriented behavior is self-perpetuating, The
feelings of frustration which interfere with work, themselves give
risc to added feelings of frustration and these, in turn, further
affect wotk. 'I'hu';ge conflict-oriented employee finds himself

,on a psychic me o-round unable to get off.

-
-

- ONY

Just a3 high input and low output are characteristic of the in-
¢éffective organization, the effective orgamization is chgtacterized
"by high input and high output. In the foregoing repoft we have
been looking at organizations in terms of their impact on the
individual and the individual's performance. By way of summary
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we may say that there are six characteristics of an effective or-
ganization from the view point of individual performance.

1. Output is measured in terms of stated and valid
objectives.

[84)

. Supervisors attempt to delegate and decentralize to the
highest extent possible with the personnel available. Their
control over the performance of individuals then be-
comes a matter of “management by objectives” as Mc-
Gregor puts it. ’

3. Groups and individuals are both seen as means to goal

achievement. Individual effort and individual perform-*

ance are recognized and rewarded, but cooperative
effort through groups is seen as a highly significant means
of reinforcing the individual effort. The organization
which emphasizes either the role of the individual or
the role of thé group at_the expense of the other is apt
to be unbalanced.

4. Organiz%k)n is best conceived of as a series of inter-

locking droups and the exécutive is seen as a communicat-
ing link Between groups. ’

(913

. Positive motives relating to achievement and self-actuali-
zation are emphasized in a balanced proportion to the
primarily negative and passive types of motivation.

6. The effective executive recognizes signs of conflict, deter-
mines sources and takes corrective action before the con-
flict becomes chronic. .

There is no magic formula for achieving optimal in- "

dividual performance. The picture that behavioral re-
search has developed is by no means complete. Further-
more, many successful executives; guided by their own
intuitions, have long been practicing the principles which
behavioral scienice is rediscovering. But intuition is at
best a fallible guide and ksubjective certainty often is as
high when wrong as whery right. Therefore, it is the hope
of behavioral scientists that intuition and natural aptitude
can be supplémented in a meaningful way by the findings
of behavioral.research.

Behavioral research will never raise organizations from
the dead, nor restore moribund organizations to good

’
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health. It will.be most helpful in the case of relatlvely
successful administrators of relatively successful organi-
zations who are desirous of making good organizations
still better by drawing on our growing knowledge of
organizational behavior.

Bibliography

© Argynis, Chns. Personality and Organization, New York: Harper, 1957.
. Argyris, Chris. Understanding Orgam..dhonal Behavior, New York:

Harper, 1960.

. Barnard, Chester. The Functxans of the Executive, Cambridge, Mass

" Harvard, 1938.

10.

11
12.

13.

14.

. Bass, Bernard M. Leadership, Psychology, and Organizational Eehamor

New York: Harper, 1960.

. Bavelas, Alex. Cor'n\n’rumcatxon Patterns in Task Orented Groups

Journal of the Accoustical Society of America, 1950, 22, 725-30.

. Browne, Margaret C. Job Attitudes of dedle Management in Three

Cooperative Extension Services. Unpublished Ph.D. Thesis, National
Agricultural Extensign Center for Advanced Study, University of Wis-
consin, 1959, ~

. Clegg, Denzil O. The Position of County Extension Chairman—A Socto-

metric Study in Nebraska and Oregon. Unpublished M.S. Thesis, Na-
tional Agriculty tension Center for Advanced Study, University of
Wisconsin, 1961/

. Coch, L. an?i] R. P. French. “Overcoming Resistance to Change.”

Human Relations, 1, 1948, pp. 512—532

. Dubin, Robert. “St::blhty of Buman Organization”, in Hau‘e Mason,

Modern Organization Theory, New York: John Wiley, 1959,
Ferver, Jack C. An Analysis of the Behatior of County Extension Di-

rectors As Coordinators of Michigan State University Community De- .

velopment Programs. Unpublished Ph.D. Thesis, National Agricultural
Extension Center for Advanced Study, University of Wisconsin, 1961.
Haire, Mason. “The Concept of Power and the Concept of Man”, in
Social Science Approgches to Business Behavior, G. B. Strother (ed.),
Homewood 1llinois: ;‘Lin. Dorsey, 1962, ch. 6.

Herzberg, F., B. Mausner, R. Peterson, and D. Capwell. Job Attitudes:

Review of Research and Opinion, Pittsburgh: Psychological Service of .

Pittsburgh, 1957.

Herzberg, F., B. Mausner, and B. Snyderman. The Motivation to Work,
New York: \Vxlcy, 1939.

Johnson, L. and G. B. Strother. “Job Expectations and Retirement
Planning ¥ Journal of Gerontology, scheduled for October, 1062,

. Katz, D, N. Maccoby, and N. C. Morse. Productivlty, Superoision and

Morale 'in an Office Sitpation, Ann Arbor: Institute of Social Research,
1950. :

. Kidd, J. S. “A Comparison of One-, Two-, and Tl:r-Man Work Units

Un@er Various Conditions of Work Load * Jou
cholog;, 1961, 45 pp. 195-200.

! of Applied Psy-

iR7

Sy

-



Aruitoxt provided by Eic:

ERIC

17.

18.

19.

=

8§

3

"Lavery, Willam E. The Relationship of Selected Organizational Char-

acteristics to the Administrative Style of State Extension Directors. Un.
published Ph.D. Thesis, National Agricultural Extension Center'for Ad-
vanced Study, University of Wisconsin, 1962. .

Likert, Rensis. “How to Raise Productivity 20%.” Nations Business,
1959, pp. 47-8, 30-32. .

Lorge, Irving et al. “A Survey of Studies Contrasting the Quality of
Group Performance and Individual Performange.” Psychological Bul-
letin, 1938, pp. 55, 337-372.

. Maier, N. R. F. Principles of Human Relationg] New York: Wiley, 1833
. McDemid, C. D. “How Money Motivates Men.” Businesy Horizons,

1960, pp. 34, 93-100.

22. Morse, N. and E. Reimer. “The Experimental Change in a Major Or-

ganizational Variable.,” Journal of Abnormal and Social Psychology,
1956, pp. 52, 120-128. -

. Rice, A. K. “Productivity and Social Organization in an Indian Weav-

ing Shed.” Human Relations, 1953.

. Ross, Jackson W.,The Office of County Extension Agent Chairman in

the Oregon Cooperative Extension Service. Unpublished M.S. Thesis,
National Agncultural Extension Center for Advanced Study, Univer-
sity of Wisconsin, 1960. ,

. Schwitzgebel; Robert. “What Industry Doesn’t Know ABout Rats: A

Note on Incentives.” Personnel Journal, 1960, pp. 39, 18-19.

. Stogdill, Ralph’ M. Individual Behacior and Group Achievement, New

York: Oxford, 1959. .

. Strother, G., M. Noling, and K. Hergel. “Attracting and Keeping Tech-

nical Personnel.” Personnel, 1962, pp. 39, 47-54.

_ Tannenbaum, R., I. Weschler, and F. Massarik. Leadership and %an-

ization, New York: McGraw-Hill, 1961,

29. Weber, Max. From Max Weber: Essays in Sodalogﬁ. Trans. and ed.

by Gerth, H., and C. Mills, New York: Oxford, 1946.

. White, William H. Jr. The Organization dgn, Gitden City, New York:

Doubleday and Company, Inc., 1937.

.

. Whyte, William F. Money and Matfa;ts'oni Neg. York: Harper, 1955.,
L 2 .
/ . .
- / -

§ b
. 89

\ N ¢ .

YRR -




The Individudl o
-and the Organization .

ELBERT W. BURR

Personnel Manager, Monsanto Chemical Company, St. Louis, Misseuri

T

‘

I WELL REMEMBER visits of cotinty agents to the farm where
I worked summers while in high'school. I poured over the pam-
phlets outlining improved farm practices. 1 recall farmers argu-
ing the merits of certain patterns of sotation and the value of
chemical fertilizers. ’

It dawnéd on me that the farms I knew-had, in many parts.of
the country, now been supplanted by large acreage, mechanized,
professionally managed business. | ‘assumed, too, the need now
was of more sophisticated extension service than my farmer
uncle required. )
© After a little research, I discovered that in 1961 there were
14,645 Extension agents,in the United States, that this number
had remained rélatively constant since 1957, that the number
of farm workers had in this period’ dropped off from 7,600,000

to 7,100,000.

I read reports that, spoke of the need to divert resources from
the present programs' in agricultura] education, research, and ex-

*tension to .deveolpment efforts in industries with more growth

potefitial. One individual made the global statement that “all
agricultural overhead organizations, including general farm or-
ganizations,* the Extension Serviee, rural churches, vocational
agriculture teaching in high schools, and so on, are faced with
adjustments, and most of them hate to grapple with the task”.

In discussions with people I heard mention made of some
of the problems yot face—1) the limitations upon your freedom
to act due to the bureaucratic nature of your organizations and
the reference groups which you must consider in your planning,
2) the conflict over education versus the promotion of innova-
tion and evenrpew products, 3) the lack®f time and resources to
do adequate planning,ahd implementation research-and 4) the &

* ‘determination of valid and usefdl long range objectives.
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Despite these problems, it seems to me the ability to adapt to
«hanging needs in extension—or ‘in any form of community
service—is abundantly present in-those of you who are here
and 1 am optimistic that you are grappling successfully with
each of them.

In doing so, howevér, you }fe undoubtedly finding yourselves,
in a greater degree than ever before, concerned abeutthe in-
dividual subordinates who work with you and wjth their rela-
tionships to the organization. Whenever major changes occur in
the purpose, the objectives, or the sense of the mission in a work
group, special efforts by managers are required to listen to in-
dividual questions and concerns, to work to overcome resistance
to change, and to cultivate good morale. ,

“Even though change were not taking place in the Extension
Service or in industry, major trends in our society have already
altered the relationship of the individual and the organization.
The sheer fact of bigness in organizations has contributed to a
steady devaluation of the significance of the individual contrib-
utor. Mechanization—on the farm as well as in the factory and
office—has often seemed to put the worker into the same cate-
gory as the machine. Despite these problems, the sweep of tech-
nology is virtually irresistible. Managers are left with little choice
but to use it effectively or to be pushed aside by it. Management
itself is in many ways—thanks to electronic computers and the
application of. mathematics, physics and new communication
resources—passing from the realm of individual art to a state of
impérsonal, quantitative measurability,. .

In. the_community we see evidence at every hand of the dim-
inution of individuality by the increasingly complex social sys-
tem in which we live/ This is evident in the pressure to become
arganized—to work through committees, to choose a chairman,
to pass the gavel, and to make it possible for the many to heap
respopsibility for the completion of projects on the few. As Holly
Whyte puts it in his description of “The Organization Man™

“Organization life being what it is, out of sheer necessity he (and
might 1 add parenthetically you and me?) must spend most ‘of his
working hours in one group or another and out of self-defense, if
not instinct, the committee arts must become reflex with” hirn. But
more than necessity is involved. Where the immersion of the individ-

ual used to be cause_for grumbling and a feeling of independce lost,
the'organization man of today is now welcoming it.”

————

s Whyte, Wm. H.. The- Organization Man New York Simon & Schustet. 1956 429
pp.~page 47. Reprinted by permission of publishe, ~
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In our political and economic system there is evidence that
indiviuals who seek to assert themselves, to challenge or seize
leadership are increasingly few in number in proportion to the
large numbers of members of these groups. And those who are
sp inclined find it increasingly difficult to move into important
positios in the labor movement, in political parties, in trade
associations. The internal “politics” of organizations—including
the church—has apparently contributed to the apathy which
many people feel towaid assuming leadership or asserting indi-
viduality. Individuals are often criticized by their fellows when
they undertake to assume even a limited leadership position. -

Examples of this surrender to the pressure for group approval
are all about us. Subordinates dare not incur the wrath of the
work group by suggesting innovations to the boss which might
improve the efficiency of departmental operations. Managers
avoid the possibility of hostility from the work group by refusing
to be direct and specific in criticisms of the poor individual per-
formance. The teenager does not want his parents to complain
about the inadequacies of the school lest fellow- pupils penalize
him by unfortunate social pressures. i

Perhaps of even more concern,is our own unwillingness to
stand up and be counted—at work, in the community, in the re-
ligious councils of our faith, in cufrent controversy—be it Mr..
Kennedy’s dealings with the steel industry or the conflict be-
tween thte so-called far right and those who dare to speak their
beliefs in the essential role of the United Nations, the significance
of aiding needy peoples around the world from our reserves of
agricultural products, and a belief in the brotherhood of man.

Although I know it has no basis in scientific research, I can’t
resist speculating that our affluent society is so potentially de-
structive of individual motivation and initiative that it may yet
bring our downfall. To an increasing degree, the thrill of indi-
vidual achievement i;r%)\st in the limited nature of the indiwidu-
al’s specific contriutiot\and the growing emphasis on the pro-
ductivity of the task force, the committee, the shift or the
department. Affluence and automation seem to limit our incen-
tive to assume full individual responsibility for economic weli-
being. We seem to be losing the stimulation to maximum
contribution that can come from pride of craftsmanship, pride
in achieving a production goal, pride in making a sale, or, in the
case of many of you, pride in introducing innovation and over-
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coming resistance to change in the arcas of improving agricul-
tural practices. But does it have to be this way? 1 think not.

We manage organizations into which have been drawn men
and women of ability and promise. They are, at least initially,
committed to giving of their best efforts to the achievement of
the organization’s objectives through working effectively in an
economic and social environment in which functions are increas-
ingly specialized; in which the use of machines and procedures
often limits the individual's sense of .contribution; in which the
achievements of the group are often more easily identified and
praised (or penalized) than the contributions of a single person:
in a situation in which the individual all too frequently seems to
lose his precious identity. -

For us to be stccessful as managers we need to discover the
keys to unlocking the best contributions from each of our people
within this difficult environment of affluence and automation.
What makes Sammy—or Mary or Tom—run, in 1962’s world?
What must be our management tactics if we are to strike the
spark of .motivation in each and every employe?® As a partial
answer, I would like to explore four questions. You may find it

_helpful to pose these to yourself each day to test the effective-
ness of your supervision of your subordinates (and perhaps
superiors). . 8

Four Questions to Explore

First—what do you expect? It is here that your own knowl-
edge of your subordinate’s job—its demands and responsibili-
ties—is important. Equally so is your decision, based on your
own greater sense of the mission and your own value system, of
what you want him to do. What constitutes his success i doing
the job you have entrusted to him? It is important, too, to be

Laware of the congruency of his and your value system. When

. these persist in being incongruent, it is highly probable that you

' hever will be successful in communicating to him a clear under-
* -standing of what you expect of him. .

There are those students of organjzation who conclude that
the formal organizational principles rixake demands of individu-
als which are incongruent with their basic needs. These research-

*  ers feel that the conflict, failure, and short range perspectives of
. subordinates ae a result of this basic incongruency. Itis further .
suggested that the formal organization causes employes to feel
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dependent, submissi ¢, and passive. As a result of requiring
them to utilize only a relatively limited number of their skills
and abilities they become difficult to manage.?

There are “practitioners”, and I include myself among them,
who feel that if managers concern themselves with the design
and structure of the individual job and with communicating tos
the subordinate his place in the scheme of things in the organi-~
zation the demands made on individuals may be more congruent
with their basic needs that would othetwise seem possible.

From an operational point of view, acceptance of this analysis
makes it essential that you and he have agreed on a job descrip-

\ ~tion (in fairly detailed fashion); that you have set mutually ac-
ceptable (or at best understood) objectives for performance;
that you and he are agreed on the measures you will apply to

his performance to determine the degree to which he is meeting
your expectations; and that you know his personal objectives and

. have made an effort with him to relate them to organizational

objectives. )

This very process itself helps to restore his faith in the unique-
ness of his role in the organization and his potential contribu-
tion. Talking through of his objectives and the relationship of

" those to overall organizational objectives ties him more closely
» into the heart of the organization and frees him to communicate

" honestly with you. Letting him know in advance the criteria

being used to assess the quality of his contribution helps him to

- periodically respond to the questfon which every subordinate has
» in his mind—How am 1 doing? .
N Another question to ask yourself is—what am I getting from
! this individual in the way of petformance? How ‘well does he do

the job as outlinéd? How well does he meet the challenge given
him? Is his achievement of sufficient caliber that I card@ive him
more responsibility and expect a greater contributiop? .
But it is the last two of these questions that bring out the keys
to maximizing the individual’s opportunity to make a contribu-
tion. The first—"If he isn’t doing the job in a way which meets
our agreed upon criteria, why not? This calls for a penetrating
analysis of his contribution, his abilities, skills, energy output,
adaptability, willingness to work as.an individual when required :
and as a member 6f the team when that is required, personal
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’?hm Argyds in Personality and Organization has an interesting feview of re- °
scarch on this problem New York: Hamer & Bros., 1957 292 pp.—pages 54-75.
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characteristics, family, mannerjsms, etc. It also calls for an
equally- penetrating analysis of yourself and the way in which
you work with him, the way in which you communicate with
him, the way in which you reward or penalize his day by day
contributions and the relationship of your value s§stems.

With this knowledge at hand you are in a positic%n to establish
the atmosphere which makes it possible for the_individual to
contribute of his best with the full knowledge he™will gain satis-
faction of his own objectives by effective performance.

You are also ready to use all the facilities at your command
to help him to overcome those elements of performance which
inhibit him. from performing to the level of your expectations. As
the final question, always ask yourselfl “How can I help him™?
Always remember that every subordinate failure is a supervisory

_ helping on the other hand are legion. They include further edu-
cation, medical and psychological assistance, coaching, training
and retraining, job diversification and enlargement, increased in-

. centive, and the best in communication.

This is obviously an over-simplification of a very complex re-
lationship between superior and subordinates. Yet it is in the
constant refinement of that relationship that we will ultinfately

. find new ways to stimulate the motivation of individuals j
organizations. A
What concerns me most, however, is the failure of\so many
organizations to maintain a continuing alert for evidepce of
o symptoms of individual subordinate maladjustments. Too\often
the situation with a prized individual deteriorates beyond\ the
point of recovery before you and I are aware of it. And no
who desires to be a manager—a director—a supervisor—has a
job more important than the maintenance of the desire on the
part of each of his' peoplesto make an important individual
contribution, D .
In our continuing effort to try to preserve the precious quality
. of the individual we must take time: to study the psychology of
human behavior and believe what we learn; to appraisc our
images as they appear to our subordinates; and.to do a better
) self evaluation to determine how different behavior on our part
. might produce different behavior on their parts. Our sense of
individuality—our - resourcefulness in motivating indépendence
of action in the face of ,unfortunate organizational pressures
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communicates us fo our people far more than the things we tell
them.

In conclusion may I say that all too frequently the torrents of
words about the problems of the individual and the organization
obscure certain simple truths. Lést this be the case this tlme I
want to share the following with you.

Dr. Richard Cabot—of Harvard and Bostpn—a distinguished
doctor of medicine as well as a professor of social ethics—wrate
a wise and delightful book back in 1914 titled “What Men Live
By". What he had to say about the points of a good job—a good
vocation for the individual—makes more sense to me than some
of what I read in 1962. I quote:? . :

“In the crude job as we get it there is much rubbish, For work is
a very human product. It is no better than we have made it, and even
when it is redeemed from brutal drudgery it is apt to be scarred and
warped by our own stupidities and our ineptitudes. Out of the rough-
hewn masses in which work comes tq us, it is our business, it is civili-
zation’s buginess to shape a vocation it for a man.

“Physical and financial standards determine what we get out of
work. But what shall we get in it? Much or little, I answer, accordmg
to its fitness or unfitness for our personality. .

“Among th¢ points of a good job I shall name seven:
1) Difficult and crudeness enough to call out our'latent powers of
mastcry
2) Variety so balanced by monotony as to suit the mdwnduals
needs.
3) A boss since if we are doing the pulling someone “else should
hold the reins. ’
4) A chance to achieve, to build something and toLrecognize what
we have done.
5) A title and a place which is ours.
. 8) Connection with some institution, some firm, or some cause,
. ,which we can loyally serve.
7) Honorable and pleasant relation” with comrades in work.

"Fuiﬁll these conditions and work is one of the best things in lifel”

And for each of us engaged in this-complex business'of bring-
ing about the teamwork so necessary to the organization and at
the same time enhancing the creativity of the individual con-
tributor, it might be well to take our .common charge from
Justice Holmes who said:

“To see as far as one may and to feel the forces that are behind
every detail . . . to hammer out‘ascompnct and solid a piece of work
as one can . to try to make it first rate.”

’Cabot Richard C, What Men Live By. Boston: ,Houghton Mifflin Co., 1914, 342
pp.—pages 27 and 28. Reprlnlcd by pcrmhslon of publhbcr
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THOUGHTFUL sstudents of man and society have made tise of
twp ‘quite different models of organization, - '

One model has seen all organizations as organic unities re- -
sembling an ant colony or beehive. Men had their proper places
based on natura] endowment and training, the whole was greater
than its parts, and 4 natural harmony regulated conflict. Sucha |
structure grew, gradually over the years or over the centuries,
and , the mdmdua] m it coufd clearly do* precious little to
change it. )

The administrator, in such a model, was essentlally a curator
or caretaker, a person who saw to detaﬂs helped repair damage
or inevitable wear and tear, but basically had little to do, for the
system ran 1tself in the manner of the classic supply-and- demand
economy. The role of. the admmxstrator was illustrated in the
oft-told story -of the French leader who, on seeing a mob surge
by, watched for a moment, then excused hxmself saying: “T am
_ their leader I must follow them.”

If one were to ask who had created such’a self- regulatmg or-

. ganization the answer was “Gpd”. Hence the man who suggested '
changing it-was not simply revolutionary, he was impious and
presumptuous as well. -

The second model:went to the Sther extreme. Those who put
forth this second mode] agreed that God had created the world :
but they inSisted He could hardly be held responsible. for - every
drugstore, or every open-pit mine, and not even for the Cooper-
ative Extension Service-God provided the materials and the set-
ting but man was the actor who created his own forms of
organization, and must-be held accountable for them. To those .
who use this model of orgamzatmn-—the rational or decistons
model—administratars run organizations and as they make deci-
sions, the orgamzatxon’s charge. If the head of. an; organization '




does his job well, the ofganization moves ahead and prospers,
if not, it fails. He deserves the credit and the blame alike.

The first; or organic modeél, clearly assigns a minimal role to
the adpiinistrator in contrast to the second or rational model
which assigns a determmmg role to him (1). '

“For a long time in the study of orgamzatxon, proponents of
these two models did battle with each other’ Much of the cele-
brated research on leadership qualities was done by persons who
used the ratiorfal model. After all, they claimed, if the adminis-
trator could accomplish as much as the rational model claimed,
then he must cleatly be a very remarkable fellow. Hence the
search was on for the Iemarkable qualltles by which this fellow
might be distinguished.®

Such studies, fasanatmg as they mxght be, often contrachcted'

one another until it came to be realized that the approach itself
was unsound. These studies begged the question. They were
seeking to explain why leaders'are such remarkable fellows, and
what leadership was. However, they had decided in advance
that all persods in high places were autofnatically leadets.
Further, the model takes an extreme position and assigns far toa
much to administrators, as the organic model assigns too little.

Current organization theory takes a middle position. Adminis-
trators do indeed affect organizations, but they operate within a
set of patterried controls whick partly set limits to and partly
control what leaders do. This position, usually called “inter-
actional”, assumes that there is action and feedback between ad-
mirdistrators and organizations., However, the interactional posi-
tion'is a very general one and I should like here to tie it

© specifically to the study of organizations of the type of the Co-
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operative Extension Service. That is, T should like t6 examine jt

in terms of organizations with strong tradmons broad goalsand_
" particularly those ‘that are in transition. I

.

The interactional position rea]ly says two things at once. .
. On the one hand, it underlines the fact that organizations are,
after all, human inventions and, therefore, subject to human
manipulation and control. They are very remarkable inventions;
quite as remarkab]e I feel as the electric light or pemcxllm,

* Different studies fommcd on physique,” weight, bealth, intelligence, sociability,
dominance, self-confidence, extrovegsion and introver\jon. Gowin's famous study found
that executives in insurance companies were taller n policy-holders, bishops were
taller than clergymen, unhersity presidents taller thad state college presidents, ales
managers taller thah salesmen, and railway pm{dcnu tailer than staﬂon agcnu ‘(2).
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though the fact that they are nventions 1s often not recognized
because credit cannot be given to any one genius that conceived )
« - the idea of .organization in his laboratory. K -

’ - At the same time, the interactional position"says that we are
limited in what we can do te change organizations. They are‘not 6
. simply clay in our hands whi¢h can be molded in any direction .
we happen to see fit. They do possess certain intrinsic qualmes
as orgamzatlons which means that a certain skill and sophistica-
- tion i$ required, and some organizations will stand a great deal
more manipulation than others." : ,

. This point leads me to draw an 1mportant distinction, a dis-
*  tinction between organizational Icadershxp (3) and organua- .
tional management.

I sce organizational leadership as referring to the kind of‘:be- .
havior that 1s called for when the structure of*the organization
needs alteration. Further, the degree of alteration is of such mag-
mtude that tife orgamization has had little previous expetience
so that there is no precedent for deciding how this change is to
_be handled. The task of the leader ‘then is to judge that such  °
“extensive alteration. is called for, and to direct the alterations
themselves, J

. In contrast, organizational management cal]s for mamtammg p
the structure when the structure can be taken for granted. The ’
task of the manager is that of dealing with situations that deviate /
from normal operating conditions within predictable limits. The

- manager has in mind a conception of what is normal and is able
to keep the organization within hcceptable limits of deviation
from the normal.® If the administrator can take the ojganiza-
tion for granted, then he can focus, on efficiency and gn the re-
duction of costs. He can see the organization as a tool for getting
work done. Buf when the tool itself cannot be take cp for granted,
then how efficient it is, is essentially irrelevant. @new tool must
be forged. - .

s ] . Let me use an analogy. If a man plans to ése a saw to cut

down a tree, then the question of how sharp the saw is is what

"I would ‘call 2 managerial decision. But if someone decides that

it is not.a ]ob for a saw at'all but for an axe, then it is a fruitless

.
—

A 'Chlpple and Sayles write of tho manager’s job, as fnvolving stabmzauon as he
Y4ries to mamtain cquilibnium in the pattern of wobk relationships in the face of a ’
. never-ending scries of disruptions, resulting from changes in schedules, equipment
faflures. absenteeism, “worker complaints, and labor disturbances.” They conceive of
the manager's job as analogous to that of quality control in iIndustry (4) .
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inquiry to ask how sharp the saw”is. When organizations
changing in any fundamental sense— and onc such sense
taking on of new goals—then the question of fiow ¢
they are operated is less unportant than the question of whether
the organization, as currently set up, is the proper instrument for
doing the job at all. . /

If organizational leadership is called for in situations where
the structure of the organization is changing or where it cannot
be taken for granted, then clearly such leadership can-be needed
dn\\\h(.’l'(,’ not merely in high places. -

- For example, is recruitment a problem calling for organiza-

tional leadcrshlp If you are adding peryonnel of the sane type

as you have already, then no leaderslnp is involved. But if the
plan is to shift the churacter of your organization in some fupda-
mental-way, then matters are dxffer('nt For emmplc in a busi-
ness organization if it is pl. wned to shift the ordaniz. ition from o
sales-minded emphiasis to a production-minded emphsis, leader-
ship rather than management is called-for.

Or, take the area of training. While not ordinarily conceivted
of as a task calling for organizational leadership, ane would

have to ask whether the training is routine or not. If you have |

decided to teach“persons not only shills but also asct of valugs
which they do n(?’at present possess—dan example would be the
Peace Corps—thén leadership is called for, for the changing of
values in an organization is a structural change of a fundampental
sort. -
Leader behavior hence may be called for anyw here in-the or-

ganization with reference to any task—the definition and clari-

fication of means, however detdiled, task assignment, co-ordina-
tion, motivation, integration, (3) but it is most obviously called
for where new goals are being defined and where.new means

'must be provided for attaining those new goals, Let me say

something about the problems of goal definition, for it is my be-
lief that this is a major crisis confronting the Cn -operative Ex-

“tension Service.

L)

Problems of Goal Definition

’ bcﬁm’ng a goal of an organization. essentially means determin-
ing a relationship™f the organization to some part of the society
i which tlfe organization is located. Kfter all, what is a goal to
an orgamzatlon is simply a means to some dther organization 1
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¢ ctension might proceed in the future. In A
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*the sense that other orgam/.dtnons.consumc the products or sery -
ices of the organization that we are discussing.

Where the goal is &- concrete ob]ect as in the case of manufdc- -
turing concerns, then one's success 1n goal attunment is rela-
tively casily measurable ‘The s:tuatlon 15 very different in the
case of a goverpment agency, or'in the case of the Cooperative
E\tens"bn Serviee. in which goals are difficilt to describe, let
a]one *Jo measure with any "degree of precision.

. Take the e\ampfb of a umv,ersﬂ) which has the goal of a lib-}
eral e(lucntlon He te we often speak of tryipgsto ptoduce “n ell-
ruunde;l men”. Hows is one to know whether the persons one is
produc,mg, are w e)Lronnded or not? The leadér’s task in such or-
g,anZd jons. requirgs Partlcular sensitivity to detect the relative
. de groc ofegoakat innient -or f(ulure and # suggest new goals
s "where theyvemay be necessan!

©, The “y;opc Repmt laid out « number of npw areas in wHich
uide to Extension
Prograris for the Future, thes¢ new goals~vere spelled out in
some detai]. Some of these, for. example, “emphasize eﬁic:enc'y
of ‘pieduction”, are spemﬁc and measurable, But in the same-
list’ of .objectives from which T just quoted, there ogcurs the
T ob;ectnc ‘assist. farmers in their efforts to adjust production to .
. demand The latter is certainly much more difficult to measure
_ and tequirés a different kind of leadership, ability. The admin-
Yistrator.wifl have to answer the question of whether the goal fs
Jn fact being ‘#ftained"at all or not. '

.

e As T réad through the “Guide,” T was struck more and more

° }!)x.“ hat T think is a problem.not peculxar to the Extension Serv-

“ice. Perhaps the problem Extension faces is nat how to attain its °

l goa] but {ather that 1t has beeq-nn'i» too sncceqsfln in attaining
" 1ts goal. . .
g Take z{nothcr e\ample of an orgamzatmn currently fweathermg
thxs .probfem—'rhe \atlonal Foundation for Infantile Paralysis.
Here wag.an orgamzatfnp that deycloped a rcmarkab]e qbnllty to
" tollect funds on a local hasis in the snpport of a major goal. Now
%e orgdnpgtwn is fpce;ﬂ with & crisiscreated by the fact that it
s Shas ;mcceeded Can'it:now shift: the energies. enthusiasms and
. parhcu]d}' orgammtmqal forms ik dereloped and focus them_on
2 new £{h’l]° (6) Th& prob]e ‘of shifting goals is often tragic.
'&n arm\ is desxgned‘ to achiews a victory. Yet the better the '
-army’ docs its” job, the ﬁboner Wl]] its goals be reached And the
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sqoner its ‘goals are reached, tHe need for the army vanishes, at

least, .insofar as victory itse}t’is the goal.

.. Suceessful orgamzaho have a way of looking for new fields

/

*

i

« to cohgper. And why pdt? After all, \sh) should the organization
which has been Built'up wvith such care not be utilized to solve
other problems yhich other less cffective organizations -arp

* struggling with?So I read in the “Cuide: that "Estension must
/
" interpret its yésponsibylity as also applying to young pcop]e in”

rural non-f¢m homes afd in suburbun or urban families.” There

Lis a snm}}é'r exuberance and breadth of interest throughout the’

Scope report and the “Guide.” Howcver, the very organization

that Avas so successful in attaining its past goals fhay not work

s i/all in attammg some, new godl, for in a4 Teal sense, gvery or-

‘ anization’1s taslor-made to achieve particular goals and not any

/ " goul. Not only’ daés the particulur goal require men with cerduin

_skills] with a p‘xrtncular set of ‘interests. and, in time, with a par-

“ticular kind of expe nence w hnch 15 hmited to the goals that they

dre pursumg. but a partlcular goal requires m an org. inization a
special sef of values.  ~ - .

For e,\a,mple a Le\ différence between pn\ Jte Libspital and
. d teaching hospital.}s not only the diffcrent hinds of personnel
that may be present. but in addition that they,will value differ-

* ent’activities. A'feaching hospital shares with a private hospital

a’concern for the welfare of the patient..However. it can get very

- Jncited about a patient simply because he has a rare disease or
hecause he provides an interesting subject for research. It is easy .

v to let one’s enthusiasm for teachidg or researeli result in the pa-
‘tient’s bemg treated 4s a means rather than’as an end.”

E\er) orgamzation that, Las been in evistence for any length
uf time will have developed certain values, many of which will
be so avell accepted as not even to be discuséed. The newcomer.
‘to such an organization who, desires to change them will en-
" courfter more rcsxstance than he realizes. Examples of fesistance

oon tle p.xrt of new administrators wlio desire to alter the goals of

théur orgartization are many. 1 would call'your attention, for,

example, to the resistance of the ¢ivil service of Saskatchew.an
to the socialist goals of the CCF party in the 1930's, (7) or the
special problems encoyntered by the TVA as described by
Selzni®k (8). -

Hence, when the Coopeérative. Extension Service asks itself
whether it should take on as one of its goals the problems of

“. - . Y ! . ) ‘ 103

o . .. 402 .o

Aruitoxt provided by Eic: * . . id -
.

I3




.
. . .. ! v

young people—not only in rural farm areas but in suburban and ,
. urban areas—it must ask itself*not only does it have an ,interest "
n such goals, but also are such problems and the population .
with which the Estension Service v.ou]d be called apon to deal

. consistent with the peculiar values of the Extension Service?

-1 am not capable of descnbmg those values:to you. I would
nnl) call'to your attention what I have’ noticed in the many con- .
tacts I have had with Extension personnel. You seem to me to be
« group who have grown up together, who know cach other, and
. wlo like each other. There seems to be more good fellowship,
and less desire to undercut one another than inany other’ organi-
% zation with which I have.had any contact at all, -

In addition, a major value that seems to unite Extension people e
o B their sincére love of farming and their concern for the men
. who are involved in the cultivation of the soil. This provides an
{ important unifying influence within the organization and which
. snahes persons willing to come together to a conference like this
. willing to work many hours on problems of- inferest to Exten-
sion—in short, makes of the men in Extension dedicated people.
\hd in the last analysis it isg-ommon Calues w hlch make dedi-

. cated people. .
You must ask yourself w hether there would be the same ded-
cation in problems of urban planning, juvemle delinquency in
urban sreas and other kinds of problems which the Extension
Service is expressing an interest in these days. I would guess that
the Extension Service could not make the shift to new problems

. or to new goals without a fundamenta! restructuring of the serv-
ice itself. . o

.

Extent to Which New Leadership .Is Called For?

Therefore. the first and most important question I would sug-
gest you consider seriously and in depth is that of the extent to
which new leadership is called for in the pursuit of Extension

. goals of whether instead you se¢ the problems of Extension or-
gunization as primanly thosc of mamgmg an e'ushng organjza-
tion with its existing goals.

L}

The claim has been made that there is a close connection be-
tween a particular goal "and the structure which is necessary to
attain that goal. change the goal and one has to change the
structure. . . ) ’
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< Some persons mlght be inclined to dispute thiis (.Lum When
one speaks of an organization as a meansox the uttainment of a
goal often _the analogy suggests itself of the tool which can be

. “used in a \anet\ of situations without' changing dlie tool itself.
Consider the automoblle one may say. The samé machine can .
be pointed porth to-take me to work or it can be pointcdl south -
to 't,aké me the supermdrkct There is no ngcessary change in the

machme or the means itself, even though I have changed my

. “"goal from getting to work %o  getting to the grocery sfore. Is not

o the same true of an. organization? :

* Such an apalogy is misleading for it does not reckon with the

Fact that the two goals of getting to- work and getting to the

supermarket are in fact goals that.are very similar to each other:

. ()ne should ask rather whether the automoh]e will get ane
across the ocvan or to the moon. . . .

_ Or, to take a concrete example. consider the remarkable suc-
cess, of the NAACP, the Negré action organization. n securipg
the Supteme Court decision on segregation., but note also the °
singular failure of the NAACP to supply leadership or even any

help at all in the mass action program' such as the sit-down in
southern cities. >

'

One could even make a claimh that the very success of an or-
o ganization in attaining one set of goals incapacitates it for suc-
. cess in attaining very different goals * You  must ask yourself v
- whether the new goals that you seek are sufficiently different as
! to require impgrtant changes in the organization. ‘ <
: Let me call attention, to certain dangers which organizations
: ". confronting neg goals often face. :
s The pursuit bf a new goal is sometimes given up particularly
by successful organizations who find 1t easier to concentrate on
the task of keeping their own organization alise and functionmg. -
It is also most unpleasant to do battle with competing organi-
zations who seek to attain the same goals. . '
Another danger is the superficial ‘acceptance of goals. as for' °
cxample in the case of the Russian claim to' be a democracy.
Many organizations assert that they are ntegested in the at- - ’
tainment of certain goals when a closer examination reveals that
they are pursuing other goals.
Not uncommon is opportunism, that is. a’ concentration on
short-range problems apd a continual shifting of goals.in the
light of guesses of what will contribute to the survival of the

~
~
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organization. Such a course of action is a tempting one for organ- k
12ations that serve the public for they may even define their goal -

as that of “giving the public what it wants and needs.” Such a
course ‘qf action exposes one to continuous collision with other .
organizations which secek to do the same thing, and-at the
same time, continually shifting goals places an enormous
strain on any organization. It is difficult enough to pursue one
goal successfully. . ‘

Let me tum -next to another issue which must be settled in
thinking about organization as a means for achieying Extension’s
goals. Tlre kind of theory of orggnization or the kind of model

one is going to use. The theory of large-scale organization is .

currently in a state of crisis. (9) Partly this is due-to the fact
that several scientific disciplines are working 51mu1taneously o
theory; partly it is due to historical residues.

The ﬁrst serious attempt fo develop organizational theory was
that of Scientific Management, worked out in, the latterspart of
the 19th century by Frederick W. Taylor to account for what he
felt were certain gross inefficfencies in the organization of work
and the motivation of workers in firms in which he was called
upon to consult. He saw than as gn individualist whose primary
motjvation was that of increasing his money income, and whose
efficiency could be improved by “ork s:mphﬁcahon and work
standardizatiop. . Co

The sngmﬁcant element in this point of view was that it al-
lowed for no contribution from the worker himself. The worker
was assumed to be ignorant ahd lackmg in ongmaht) and hence
requiring clbse supervision.

The theory was challenged, by the coming- of thg hun;an rela-
tions movement heralded by the famous W estern Efecfnc exper-
‘iments with which'I am sure you are already famiRar. %E
results of these experiments were felt to challenge the assump-
tions that Taylor made at many points. Workers were foand to
respond not simply as isolated individuals,, but f5 be strbhg]y
mfluenced by the social relations they expenenced in the work
group. They worked-for money, yes, but there Wis stiang eti-

_dence-of a réstriction of their output to a-point avell be]ov» their

skill and their endurance. Workers were found to possess inner

.resources which, if only they, could be Sufficiently mdtivated,

swould result in productivity at Tevel$ much higher than manage-

ment fvould have believed possible. RO

~
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These studies ushered in a whole new movement in the study
of organwatxon and resulted in the 1930's, and 40’s and 50’s in

‘an emphasis on face-to-face relations in orgamzatnonal studies.

Since interpersonal relations were felt to be so important, it was
believed "that one could build harmonious relations and there-
fore reduce conflict by teaching persons Low to deal eEeptnvely
with each other.

At the present time, the high enthusiasm and hopes which
ushered in the Human Relations Movement seem to be declin-
ing. Partly this is due to an inevitable disillusionment with what
were exaggerated claims, but partly it is due to new and hard
data which is turning up in increasing volume

Focussing on intra.organizational forces 1gq0re's‘ the impact of
external economic forces, changes in technology, @w unperatn es
posed by .the flow of work in an organization, theStruct re of
the organization, and plant-community relations. In additjon it
has been fqund ‘that supervisory training programs, even when
carried out under ideal conditions and by men of unquestioned

" capability, have failed about’ as often as they have been

successful.

Current theory is essentially functional theory, with particular
¢mphasis on systems.and the requirements for the making of
effective decisions. Such theory takes full cogmzance of the re-
quirements of the organizational structure that one is working in
but still carries the assumption that Luman relation’s theory has
always carried that the system must be conceived of as one
which is in equilibrium or one which is tending toward
equilibrium. N

As such, the system is examined for any difficulties it may be
encountering in sustaining that equilibrium, such as difficulties
of adaptation, integration, pattern-maintenance, and other func-
tional requirements for survival. Such a theory—and it is very

much in the saddle at the present time—las difficulty handling '

change and makes little allowance for power strugglés, within
organizations. Change and struggles for,power tend to be re-
garded as temporary or as pathological.

' Interest Shows Conflict Theory S
There is emerging on’the horizon a new 'kind of theory—new
in the sense that attention is being paid to it.-It has been arotnd
for a long time—conflict theory. It has as yet relatively few pro-
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punents, although the names of Kenneth Boulding, C. Wright
Mills ‘and Sherman Krupp.(10) might be mentioned. -
, This theory sees an ofganization as a teinporary truce among '
a -d “set of contending power ahgnmcnts Wliereas systems theory
concerns itself with the question of buundaz) -mdintenance, con-
flict theory regards all boundaries as temporary lines, subject to
shift at any time as power centers shift. Such phenomena as*
change, a power struggle, and disturbance, are to this theory
normal. It is equilibrium or stability which must be explamed

Because of the emphasis on confliet, this theory requires’a
careful searching out of the bases for differences of interest.
It is partlcular]y impatient with those who seek to explain con-
ﬂnct’awa) as due to misunderstanding or as requiring only ten-
sion reléase. Such a theory is particularly Luseful'in Such areas as
union-management conflict which does seem clearly to be due
. not simply to lack of understanding which can be solved by bet: |
ter communication. Such-seems also to be the case in*ititerna-
tional relations and those who hope for a resolution of American-

#* Russian conflict by better mutual understanding are apparently
doomed to disappointment, according to this theory. The prob-
lem seems$ to be not that we.misunderstand the Russians: We
understand them only too well. OQur differences with them are
real and vital differences and better understanding is likely to h
“have thé effect of exposing those differences, evermore clearly.

. So are the dxfferences in union-management relations real and
vital. Although both have an interest in in¢réasing the income
Wwhich industry _enjoys, there will still be a continuous conflict
over liow that income shall be divided up. Such differences
would seem to be meradncable at least in a free so'cxety Solu-
tions are necessarily temporary. -

.. " Conflict theory makes a virtue of conflict. It points out that
’ we have always had this dttitude.iti a court of law in which we
institutionalize the process .of conflict. We assume that . nexthex/
side has a monopo]y on virtie or {ruth and it is assumed that the
surest way do test the truth or virtue.of a.claim is to attack it and
to see how well it stands up. Similarly, if one looks at organiza-
tions in these terms, it is claimed that looking for the conflict
that exists and -attempting to make suge that that conflict is ex-

, pressed rather than suppressed, will“bring the real issues intd the
. open, make clear whcre the differences lie, and help forCe a
- speedy settlement if one is possible at all.
108 - .
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One of . the important decisions which the Cooperajve Exten-
sion Service must face; it seems to me, is which of these two
major theories—the Systems Theory or the Conflict Theory—is
most helpful to it. Clearly those who see the Extension Service
as an encapsulated organization with strong traditions, a clear
mandate, a well-established organization with definite bounda-
ries will prefer Systems Theory.

Those who_ stand at the frontiers and are interested in new
goals for Extension, in change, and what this will mean for the
relation of Extension to other governmental and private organi-
zations may find Conflict Theory more helpful. «

Finally, let me call your attention to a serious problem only
just beginning to be examined in organizational analysis. Every
institution may be looked at in terms, of its ostensive purpose,
and the organization which is set up to attain that purpose. As
has frequently been noted, there may occur a disjunction be-
tween the purpose of an organization and the means which are
employed to attain that purpose. In time organizations become
ends in themselves and their staffs find themselves insisting that
their organizational arrangements are the only way in which the
ostensive purpose may be attained. That problem is well known
and needs. no further discussion in front of this group. What I
wish to call your attention to is something more subtle.

Staffs in oréanizations may continue to regard organizational
arrangements as means and not as ends, but at the same time,
they may come to insist that these arrangements are related to
the goals of the organization when in fact.they are not. (11)
Take an example from some research I am currently conducting
in a junior high school. I observed a teacher getting approxi-
mately ene hundred students from the auditorium into-the cafe-
teria. She alone was in charge of this task. How did she manage
it so-as to be sure none would slip away and all would be ac-
counted for? She employed the obvious device of lining them,up
in rows of four. This made it easy for her to count rows as they
went by. It was also then easy for her to tell at A\glance whether
anyone was missing or not. kt is‘also easier to count rows if per-
sons are quiet. Hence it was not surprising that she asked that
all be silent arid stop whispering. All this made gpod erganiza-
tional sense; it did not, necessarily, make any kind of sense in
terms of the purpose of the school. 2 -
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Yet when I asked the teacher later why she did thls she gave \

me this answer: “Lining them up.is related to our educational

goals. It teaches law and ofder and regular habits. Making them

stop whispering to each other teaches them self-control, and Im

sure you will agree that is necessary for occupational success.” I :
“» 7 " would not grgde with the truth of the teacher’s claims. I uould

like evidefice that she is doing it for the reason she gives. I sus-

pect in othér words that she' is domg it because it is easier and

that the claim that this is somehow related to the school’s goals

remains “to’ be proven.

* This is a problem in all orgamzahons parhcu]arl,y large and .
successful ones. As they take on new challenges and new areas ¢
- ,—as they re may come a point at which some of the’
: aging in bear orly a tenuous relationship
organization. One must therefore be careffi]
that one doés not begin to search fqr relationships to goals which
may not, in fact, ‘exist at all. We do many things as members of
orgamzatxons because the organizations need them done. We do
some things I suspect because we like doing them. I see nothing
particularly wrong with that. Let us not, however, mxstake our
own needs for organizational needs .
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THE basic premise of this paper is that the Land Grant Uni- *
versity concept as a “knowledge centdt development organiza-
tion” likely is one of the unique social inventions of human his-
tory, that it has been a primary force in helping its nation and
the world make a better. utilization of resources, but that during
the last generation it has not found the” means to alter its or-
ganizational forms either to keep up with new knowledge or to
meet changing conditions. Yet, the “knowledge center” concept
if put into new orgarizational forms stands today as the only
basic idea which seems capable of felping the nation and the
* world achieve state, regional, national, and international devel-
; opment goals. . ) \

“Development” as the Key Goal of Modern Societies

Practically all countries in the world today, as well as many
of their units, are faced with very deep-set problems of inter-
dependence. The old independence of nations as well as of their

s economic, political, and other social systems seems to have di
appeared with“the hard integrating realities of two major wars,
and with the impact of two major systems of national social
organization which are in deep competition for world leader-,
ship. It séems clear that key concept is leadership, not military
or economic power. It also seems apparent, at least within the |
foreseeable future, that neither, the systems led by the Soviet
Union nor those of the coalitions of western nations are going

* to be able to dominate the world in either of these power areas.

The key area of competition for world, leadership is inherent
in the kinds of knowledge néeded by the nations of the world to_,
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maxmuze the utilization of their human and material resources

. to produce the goods and services needed by any modern na-

tion. The concept “deve]opmen?’ has thus evolvéd as the crucial |

term. The peoples- of the world want goods and services, and

they want to learn how to produce them in ways which are cop-

sistent with their béliefs and their tfaditional éultural patterns.
They want neither the “grande, ideology” systems of the 19th,

! _ century nor those of the western powers nor those of the Soviet
. Union. They want only the kinds of knowledge and assistance
which will help them to become productive and to distribute
. the resulting goods and services to their peoples.

The concept “development” gas a direct relationship to the
mcreasmg interdependence of nations and sub-portions thereof.
In fact, deve]opment p]anmng" enforces a fairly broad ‘defini-
" tion of the concept “area,” which has to be. viewed as‘any basic
- . unit of mterdependence, not only geographic areas. “By “devel-
opment we mean that the existing social organization of the
. “area” is activated to set and achieve resource utilization goa]s.
those of the group and individual members of the “area,” also
those of the total nation, or-even world areas. )

Two illustrations will help in understandmg the concepts
“area” pnd “development.” The perception of the term “agricul-
ture” certainly is shifting from that of “providing services to all
farmer} who till the soil” to one of “managing the food and fiber
industry in such a way as to provide the goods needed by the
nation and the world.” In U. S. and in the world, the modern
agficulturist is less interested in the “social welfare” approach to
agriculture (providing services to all who til]l the soil) than in
the production, distribution, and use of commodities. Even in
newly developing countries, there'is a shift from the kind of
agriculture which attempts to: “improve the villager’s eow with
a stud farm” to one which sets about to design a national plan
which produces the feed grains as inputs into the villager’s effi-
ciently managed livestock enterprise, whose products in turn are
marketed through some efficiently and responsibly planned and
managed distribution system. The “area” is the nation and its
food industry system. .

—————

tIn fact, the evidence seems clear that the “muxed” systems of modem - societies
are more productive than the “purist” concepts of the grande old ideologies of Karl
Marx and Adam Smith. Alsh. modern cconomic systems supposedly based on punst
princples have borrowed beavily from other types Sce. Edward Carr. The Sotiet Im-
poct Upon the Western World. New York, The Macmillan Co., 1947.
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A.nother case of * development is a relatively new action pat-

tern in \hchxgan ‘which is dealing with a visible “area of inter- °

dependence,” that of livestock health. For several years, serious
efforts have been made to. design a dexe]opment" program to
improve the livestock health of the state, These efforts have
consisted of orgamzmg a Michigan Livestock Health Council,
cornposed of about 30 organizations which represént the organ-
"ized inferests (public, pnvate, producers, distributors, €tc.) re-

lated to the total area of interdependence, in thns case livestock
health. . .

Xatiopal and international “development” consists of engaging
in “systematic social orgamzatxon ‘planning for the total number

. . of interdepgndent “areas” related to the welfare of the nation or

‘of the world. It means designing.and formulating the kinds of

social organization for any “area of interdependence” necessary
to (1) bring about a greater ability for the area to adjust to ex-
ternal conditions, (2} to maximize the utilization of the human
and material redurces of the “area,” and (3) to do this in a man-

ner .consistent with the sub- culh;re of the area and the needs

and interests of other areas,. and especially with the welfare of,
the nation and the world. Some “areas,” like nations, or groups

. of nations, states or local govemment units, .already are organ-

ized into.permanent mnstellanons of drganizations, even thoug
these strictures frequently have been designed to meet nee
.which gxisted previous to the new era of interdependence. These
too are “aread” in a development sense; irrespective of whether
they are Iogxcal areas of mterdepeudence from other constella-

tions of forces such as eCOnOmlC production, transportation,
. cultaral areas, etc.

As new knowledge about development organization plannmg
evolves, a new and very, great irony of history emerges in the
1960's as we realize that neither side is going to win the cold
war of thelast decade. A realistic approach to desigmng the
organizational means by which a natiori can learn how to achieve
development goals points to the hard facts that there are twe

major component parts to development planning. One of these
_ comes from the Sbviet Union and the other from the western

nations. angd especzally from the guccesses of the US. Land
Grant Universities.

The first component part of development planmng is that of
nahonal planning~—or planning for the maximization of the uhh-
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zation of the total resources of the total “area.”” This contribu-
tion to knowledge has been derived from the experiences of the
nations which have demonstrated to the world how they could
move fs6m a peasant nation to an advanced factory production
and-scientific development system withip the time penod of one
4 generation. It seems apparent, however, that the Rissian type
of ruthless disregard for+human rights is not a necessary part of
effective national planning, but that it actually hmders the in-
centive to produce. e
During this same periqd of human history, American agricul-
. ture, largely as a consequence of the Land Grant university sys- .
tem, has achieved another phenomenal result. For the first time
in human history, a nation is able to produce so much food with
so little manpbwer that even with massive food gifts to other
countries, food surpluses are a primary problem of the nation
and not production. The importance of the knowledge related
to this achievement in the world today can be appreciated only
within the context that food production is an important goal in
almost every natxonal plan, and that the communist systems
have been unable to produce adequate food supplies even for
their own populations.
These two concepts: (1) national planning for production and
" for consumption based on the needs of the whole, and (2) how
to maximize the mcgntwes of the whole population to be pro-
ductive~become the two ma]or component parts of “develop- .
. * ment” planmgg for any “area” of interdependence.

.

« - - The Land Grant Umversxty System as a
Develgpment’ Organization

" The land grant umversnty system was des:gned upon certain
, assumptions: (1) That there is an’equal distribition of ability
" within thg different segments -of a population, and that the

. £ 2This concept of “developmcni" clesxly gaes beyond tbe hml!cd intellectual con-
. fines of what customanly is labgled ity develop * While community de-
velopment can perform xmpomnk.natmnal and area development roles, one of sts main
problems as a concept. Jjs that it-usually is narmwly circumscribed by the assumption,
largely derived fm-m Amcdm sociology. that ‘‘community” by definition s something
whsch fy limited within the oqnﬁnes of a contiguous, local’ geomriphic space. The

of defining plicated further by Hawley’s ecological defins-
! tbn of the community as -n m of interdependence. not common sentiment and
social "organization. Amos Hawley Human Ecology. A Thwfv of Communuv Structure.
¢ New York, Tbe Ronald Presi . 1950 Also *C ty Devel
frequently define their roles a3 eompeunz with other ‘dwelopmcht orgzniut&om
instead taidng s leadenshlp role for_total development plannmg. The main problem
with tbc"@‘cld of endeavor which' has ‘come to be labeled 'community developmwt
. , b5 that it has not designed an adequate operational deﬂnj!bn of clthcr eommunltf’
or 'deve!opment." . . L .
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“masses” of farmers and workers could and would respond to
education, (2) That the masses would be interested in greater
productivity of goods and services if they were provided with
incentives (such as the hope for a more comfortable'and “bet-
ter=-life), and that positive reward types of incentives would be
more productive than threats and punishments; (3) That a so-
ciety can set up organizations which have the responsibility for
achieving these goals, (4] Since the key element in the goal
achieving process is the systematic use of competent knowledge,
and the discovery of.new knowledge, such organizations should
have, the main component elements of a university type
mstltunon‘

" Based pnmanly on the experiences of Christian xmssnons the
Lapd Grant umvers:tnes set about, following the authorizing
legislation in 1862, to activate the farmers of the nation tg be
more productive of agricultural commodities, and to. help the
rural fimilies in each area of the country to learn how to, 'make
a better utilization of availablg fesources. From th'eseéxpen-
ences it is possible to design th¥ concept “development organi-
zation.” The “Extension” segment of the Land Grant system is a
furmal buregucratic organization In each state which has for its
goals the activation of its recipients to achieve goals deemed
desirable by both ‘the recipients and by the public bodies who
organized and financed the sponsoring development organiza-
tion. It represents a merger between local and state and national
goals, and the job of the organization is to achieve national
goals by legitimately activating the people to want to produce
the goods and services deemed aesuab]e by. the nation and the
spates?

- 'From the experiences of the Land Crant university syétem

" during its first century, it is possible nows to delimit its key weak-
nesses as a development organizational structure as it begms its
seeond century of serving its society. While it has proven to the
world that there is no substitute for .some kind of a competent
know ledge. center in achieving dev elopment goals, its key weak-
-ness today as an institution is in the limited nature of its own .
self perception. As an organizational complex, it has remained
—state and rural society bound—at the very period of history
when the major concerns of its.society’ have become national

3Far further ¢labotation of the yoncept development organization, see. Christopher
Sower. “Extemal Developrotnt Organibzations and the Locality.” Michigan State Uni-
vernity, 1959,

=
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and international, The Land Grant system as a development or-
_ganization basically is captured by the state system which sup-
ports it, and by other organized state and local interest groups.
It is most difficult for the individual states of the country to
justify expending their resources upon national concerns. In
ene respect, the state orientation and support of the Land Grarit
institution is its genus, as this'brings 1t close to the needs of the
people. In another respect, however, such support and control -

. seems to have made it very difficult for the total Land Grant °
svstem to deal effectively and legitimately with the onrush of

; new: problems which have evolved as the nation has become
. more interdependent within itself and with the rest of the world.

There even are basic problem areas within states into which
the limited self perception -of the Land Grant system has pre- :
vented it from expanding its knowledge center function. The
states have had to deal with such problems as the expanding
urban region. the economically displaced rural region, and the
problem oriented center city. In the area of social welfare plan-
ning, there has been.no alternative but for the state and the
‘national governmental units to do something about the conse-
quences of the facts that the population no longer has the basic .
social security of the rural community and the farm They have
had.to constfuct.vast new welfare programs, but have hid to
build these upon the outmoded models of private welfare organ- ~
izations, not established knowledge. Also-at the very point in
history when ghere has been a vast new development of system-

" atic knowledge on how to prevent deviant and problem behavior=  °
from developing into “point of no return” stages, the duplicating .,
and overlapping complex of outmoded social agencies of the na-~ -
tion has been stuyck with limited concepts of how to corréct and
reform.* Also. these outmoded organizational forms have been
transplanted into other nations. As shown by the recent a‘c‘rigns

¢See Shelden and Eleinor Glueck, Predicting Delinguency and Crime, Harvard,
University Press, 1959, C. H. Eller, G Hatcher, and B. Buell, “Health and Welfare
Istnes in Communty Planning for the Problem of Iodigent Disability,” Americon
Journal of Public Health, XLVIIL. 11 (Nov. 1938), 149, B. Buell, P. Deasser. shd
Jobn Wedemever, “Renrganzzing to Prevent and Control Duordered Behavior,”
Mental Hyziene, XLII, 2, {April 1858). 155-194, D. Glabe, L Fexder, snd H. Pazr, ®
“Reonentation for Treatment and Control,” Supplement to Public Welfere, April 1088,
Bradley, Buell, et*al. Community Planhing for Human Services {New York. Columbia
University Press, 1952, E. Powers and Helen Witmer, An Experiment in the Preven- -
tion of Jurenie Drlingquency, Columbia Uslversity Press. 1951, Sheldon and Eleanor
Glueck, Unraveling Juvenile Delinquency, Harvard U. Press, 1950, Christopber Sower,
"Desizming Agency Coordination to Desl with Early Stages of the Cycle of Deviamt
Behavior-The Cxse of Alcoholam™ South Dakota Journal of Medicine and Pharmacy,”
Sioux Falls, South Dakota, Vol. 13, No. 12, Dec. 1963,
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of the national government, there is evidence that the' public
! welfare "programs have resulted in permanent dependency in-
’ stead of self sufficiency. Yet, the “know ledge center development
organization” concept of the State Land Grant universities has
not seen fit to de»elop an “Extension Service” for the new pmb—
_lem areas of its States.

L It seems obvious that, as a collectivity of stite and rural bound
organizatigons, the Land Grant universities have not taken even
the intéllectual Jeadership in the key areas of vital national con-
cern during fhie last few decades. As a result, the national gov-
ernment has had te fll the void in knoviledge Jeadership left by
the supposedly national peoples’ uniyersity system. The Federal
Government has found it necessary to design such national or- .
ganizations of basic knowledge as the National Institutes of
Health and the National Science Foundation, and has had to
take-the initiative” and leadership of know ledge development in
other areas such as international planning,’ transportation, socal
W elfare, national and area economic planning, and in education. -

. Itis especially ironical that the designers of the Area Redevel-
. opment Act, in attempting to £ill a void left by the Land Grant
systems, designed and put the bill through Congress at the very
time when the organized agricultural interests were engaged in
an inter-organizational struggle between the general farm and
the commodity groups. Yet, the Land Grant. system has de-

* signed the basic ideas of especially: rural areas development,
and 'still is the best equipped organization to carry out the

‘ organization and integration “phase of the area re-development
program: —That is, if -it, as an organization, &xhibits the kind of
self perception of its organization role to take the job seriously.

* These facts are mentioned, not to criticize the Land Grant
system, because eventually, it 'and its supporters and clientele
will arrive at a working definition, of its role in its society. The
facts,however, indicate clearly that it as an organization has
,bcen unable ur unwilling to develop a completed self perception

of its national role. It has been unable, during the last genera- .
_tionfeven to fulfill the basic fouiding concepts af its role as the
peoples’ universities in dealing with the present problems of its
peoples, its stat&s, and its pahdns ¢

S These ideas haw.- been developed more txtrmhe}y in a recent paper, Christopher
Sower and Paul A. Miller, Changing Power Structure fn Agriculture and Rural Socety,
. 1961. (To_be published. under the Editorshin of James Copp. by the lows State
- Umvernnty Press.) . . [
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Yet, despite thess limitations, the Land Gran¢ system still
shows great vitality, possibly as a carry over from a former era
of high sutcess. While, as a system, it has been impotent in mov-
ing into dealing with national and international concerns, it has
provided thé major knowledge personnel for_ designing and
carrying out the development programs of the nation and the
world. As a system, it has fought the national government in
designing the kinds of organizations necessary for meeting new
national concerns.*, Yet, as the nation and, the world haye
searched for the personnel which have had " the knowthow to
achieve national development Boals, they have found many if
not most of them either from the faculties or the students of the
US. Land Grant universities. (There seems some evidence to
indicate that many of the persons who are designing and direct-
ing such programs have had eiperience with the Cooperative
Exténsion Service, but left because of the limited scope of the
self percenned role of both the organization managers and the

groups which seem to have captured its decision making during
the last generation).

There are sufficiently important phenomena to provide some
documentation. Eddy and Thaekery show the difference in scope
of vision between the foundeérs of the Land Grant university sys-
tem and the kind of actions which it has demonstrated in fight-
ing.the federal government during recent decades.

“The man of broadest vision among the leaders of this movement '
dreamed of a system of celleges and universibies in which the search
for new knowledge in neglected fields of fundamental importance to
the Amencan people ‘and the application of this knowledge in prac-
tice) would have an honored place, though not to the exclusion of
other traditional dxscxplme< They Mante& at least one of these insti-
tutions in each state.™ (Permission requested)’

*See. Philip Selzntck. TVA ond the Grasrroots Berkeley. Univenity of California
Pias. 1953, Charles M Hardin, The Politics of Agriculture. Soil Conuscrration ard the
Struzzle for Power n Rural America Glencoe, Tlhinots, The Free Press, 1952, p. 19,
Willlam J. Block. The Separction of the Form Bureagu and the Extentlon Scrvice
Pohitscal Istue in 6 Federal System. Urbana, Untvernity of Illinois Press, 1960, Grant
\cConnell. The Dexcline of Agrarian Democrocy. :Betkeley, University, of California
Press, 1959, Boss B, Talbot. “Farm Organizations and the Natlonal Interest.” The
Annals 331, Sept 1960 pp. 110-115, Kenneth Boulding. The Organizational Revo-
lution. New*York, Harper & Bros., 1953, Charles M. Hardin “The Bureau of Agri-
cultural Economics Under Fire” Ioumal of Form Economics, 28, 1946, pp. 643-845,
also, Farm Political Power and the US. Governmental Process.” Joumal of Farm
Economics, Vol. 40, No. S, Dec. 1958 Paul H. Appleby, Policy ond Admintstrotion,
Untvernity, Alabama, University of Alsbama Press, 1949, and Paul H. Appledy, Big
Democrocy. New York- Alfred A. Knopf, 1948, °

* Edward Danforth Eddy, Jr. Colleget for Our Land ond Time. New York, Harper
and Bros., J858. Page 1, in Foreward by ngn I. Thackrey.
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Yet, even in ‘noting the highly circumscribed behavior in na-
tional and international actiort of those who have been the
captors of the Land Grant institutions during the last generation,
the systems have been phenomenonly productive:

‘Some faztual measure of&hc realization of thar dream may be had

m the knowledie that in 1953 the 69 Land Gr it institutions, enrolling
\Aﬁhghth more than 20 per cent of all the students in*the degree grant.

N4

. v xng colleges and unmervties, awarded 39 3 per cent of all doctoral

degrees in United States colleges and umversities, imcluding more than
half of all dxctoral degrees in hiology, 436 per cefit m the physical

scienices, 40 3 per cont in mathematics, and 384 per cent ' the wocial
sciences.”

- .

" The contributions of the personnel of these étate bound and
rural i)ound systems to international development programs is
even more phenomenal. According to a paper prepared by Har-
vey F. Baty of Montana State College:*

Ir a very real manner, the Cooperative Extension Service,
the primie example of the Land Grant University “development
organization” concept, is a paradox of high success, deep failure
and inter-organizational conflict. The system has designed.the
organization which has produced phenomenal achievements in
food production and distribution. Yet, as an organization, it has
lagged and has not permitted its role to be transitioned into its
present day society. On the other hand, the staff and students of
these universities seem to provide the major personnel com-
pongnts for the kinds of new experimentation necessary to de-
sign the means for achieving national development goals in its
own as well as in other countries. The question now facing the
Land Grant University decision makers is whether the societies
of the world have to build new types of “knowledge center de-
velopment organizations” or whether the present Land Grant*
system can design the means of alteriog its role to become again
the national and interndtional peoples’ university system. This
requires a depth understanding of the Land Grdnt university.
concept

“The Land Grant institutions (m 1960) with only'16 per cent of
the nation’s students, have 28 per cent of the forcign students, 36
per cent of the foreign faculty in the U.S, 41 per cent of the U.S

faculty abroad. 46 per cent of the ICA contracts abroad, and 70 pcr
cent of the college contracts abroad ”

—

$See also Open Doors, 1961, Institute of International Education, New Yotk, 1981
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-, and highly organized special interest groups.-
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The Land Grant University’ Concept

It seems logical to classify three component parts of the social -
invention which can be called the Land Grant concept:

4

(1) A Center of Knowledge Competency: .

There js a long and frequently sad history of trying t6 main-

- tain competent knowledge centers within either government,
‘business or other bureaucratic organizations. It seems logical
therefore to hypothesize that a university or a umiversity type,
institution is the only place where-t will ‘be.possible to miintain
knowledge competency Over a périod of decades or generations.

It seems that only a university type organization is' capable of -
attracting the hinds of personnel who will dedicate’theit lives to
knowledge, and that only a university .can defend ‘such scholaxs
from the -onslaughts of modern_sociéty, with its many powerful

- - Abter more than a Hecade of worldwide organized efforts to
atilizé the cuncept “development organizations” in achieving na-
tional and international development goals, it is possible to see
the crucial importance of the knowledge center. It is apparent
that the work of practically all the national and international
development agencies, including those within the United Na-
fions complex, now is being hindered because these agencies, do
not have an'integral linkage with established knowledge centers,
—the type which has the Land Grant concept of an institutional-
ized self perception of having a responsibility for dealing with

. the problems of society.?

5

Thé deep set problems in this area of linkage between knowl-
*  edge orgamizations and action organizations can be documented

—— .

*During a recent brefing with the various United Nations' Agenciew (for a UkN -
Technical Assistance Mission) one sensed rather deeply the consequences of the fact
that these huge bureaucracics are attempting to function as development organizations
without an integral hinkage with basic knowledge institutions. (UNESCO in Paris,
11O and WHO in.Geneva, FAO in Rome, ECAFE in Bangkok, and the U.N. Eco-
nomic and Social Council, and the Technical Assistance Board In New York), They
have such delicate ielationships with so many national govemments, and are $so busy
running programs. In’ fact. in contacts with most development organizations in most
countnes today, ope makes constant mental reference to the hypothesis stated by
March and Simons: ‘

“*Gresham’s Law of Plannind Deily -Routine Drices Out Planning. Stated less
entically, we predict that when an individual i3 faced with highly programmed
and highly unprogrammed tasks, the former tend to take precedence over the
latter even in the absence of over-all time pressure.” (James *G. March and
Herbert A. Simon. Organizations New York, John Wiley and Sons, 1958, p. 185).
Permission requested,
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with the illustration of the Cooperative Extension Service. This
development organization, -located gven within the confines of
the Land Grant universities, has been unable to utilize much of
the new knowledge, even that which has been developed on the .
samhe campuses. The evidence seems clear that even the sociolo-
gists employed by the Land Grant Colleges of. Agriculture have
not been able to keep the Cooperative Extension Service organi-

- J2ation abreast with knowledge developments in the areas of
social organization and personality socialization.'® Also, it ap-

. pears that the economists of the Colleges 6f Agriculture have
been unable to keep the organization abreast of the extensive
new knowledge in area and national "economic developmient
planning. The econdmic. interests of the ‘organization seem "
largely confined to agricultural commodities, and to these pri-
marily within confines of state and national interests. With these
as illustrations, it is possible to see the dilemma of any action
agency which is located within the confines of any state or na-

" tional government (and outside a university), and"of those in the
) international arena, such as the development organization pro-
grams. of the United Nations and its varidus agencies. Any de-
velopment organization seems «to be in trouble with keeping its
program up with new knowledge unless it maintains an ongoing,
integral, and realistic workipg re]qticfnship with some kind of .
basic university type knowlédge center. Also, even well trained ¥

knowledge or in creating new krowledge located within the
bureaucratic confines of attion organizations, or probably any
kind of organization outside of university type ones. All this has
to'be set within the context that the total amount of knowledge

' in many fields. related to development is doubling about each _
decade. . J 7

(2) A Self Perception On ”ﬁ Of The Knowledge Institu-
tion That It, As An, Organization, Has An Official Responsi-
bility For Helping, Its Society Use Its Knowledge To
Achieve Goals Deemed Desirable By The Society.  *

- ! ™~ .

#See:, C. Amold Anderson. “Trends in Rural Sociology.” in Robert K. Merton,
et. al, Sociology Today: Problems and Prospects. New York, Basic Books, i959.
Chapter 16; also: Charles M. Hardin. “The Bureau of Agncultural Economics Under
Fire. Journal-of Farm Economics, 28, 1948, pp. 643-845; also, “Farm Political
Power and the U.S. Governmental Process Journal of Farm Economics, 40, No. 5.
Dec. 1958. (Also, can questions be raised now about chlorestral and other areas
where the creativity appears to be coming from other than the Colleges of Agnculture
of the Land Grant Universities?). !
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~This element of the land grant concept may:seem clementary,
but its importance is clear when one studies a university which
% .doe§ not have such a self perception of such an institutional
- -role. The'important distinction here is the institution’s’ self per- a
ception f its role as an organization. This must be distinguished
from ti mere expectation that some of its faculty membens
should perform public seryice. roles, br that individuals on the
faculty may become personally dedicated to helping with se-s
lected problems of the society of the university. The absence of .
a self perception of such an institutional role is especially &vi-
.+ 7+ dent when the, institution is located in the mridst, of a society
which desperately needs help from its university. There are ob-
vious illustrations of such universities in* the inmer sections of
Afnerican cities, and in many developing countries. Yet, such
discussion is not-to criticize such universities; but merely to* . *
state that the design.and implementation of such.a self per .
« ceived development organizatipn role represents a very complex,
- .time consuming, and financially obligating task for any~univer-
sity. There is ample experiencéito show that it just cannot hap-
pen through good wishes, or over a short period of -time, or that
such a role dlteration can be.gither designed and implemented,
_ or even maintained without considerable stress with the tradi-
! , ", tional independence of thought and action so inherent within a
. university organizational complex.

(3) The Exten_sion Role of the Land Grant University.

It is of particular interest that the original Land Grant uni-
versity concept did not have a separate organization assigned to
the function of -carrying out the extension and use of knowledge
role. This was_added to the US.A. system in 191% after about a
half century of experience. Yet as one views many action agen-
ciegin many countries it is clear that this “extension and use of

nknc%edge role” does not necessatily need to be an organiza-
tional segment of the Land Grant type university. In fact, one
*of the most restricting features of the present Cooperative Ex-
tension Service is when its'self perception is that it, as an organ-

. ization, has the responsibility for taking its .knowledge and,.
wassistance to the individuals of the society. The major problems

r

L
»

%

of the Cooperative Extension organization seem to arise when— ) %
working within the confines of such a limited self role percep- :
- tion—it comes into conflict with other organizations. , <
. B . - Co. . ‘M 193 .ot
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There seems no alternative but that the Land Grant concept
of a knowledge center.has to focus upon the good of the whole .*
s society” To bein organizational comptition with any other or-
_ ganization, or_any resource which can achieve development
. goals, is highly inconsistent with its inherent role definition—
. . which has to be the development of the total society. |
' The problems of the vast successes as “:;?1 as the frequently
narrow, captured, and segmented self percéption of the Coop- -
‘erative Extension Service as a sggment of the Land Grant Uni-
* - versity points to the probability that the Extension or Develop-
ment Organization segmerts of the Land Grant system will in )
the future likely be working mostly with other organizations,
many of which have the official responsibility for performing
. some function for the society. This trend evolves as the Coopera-
. " tive Extension Service seenis to move closer to being a Food
Industry Extension Service. It is possible that some of these
specialized Extension organizations, like a Food Industry Exten-
sion Service, will continue to be located within the, confines of |,
the Land Grant university. On the other hand, considering the
highly specialized agencies of any modern society, the role of P
the, primary knowledge center will likely be directed to helping .
the action agencies of the society utilize available kriowledge in
o achieving the particalar development goals in their specialized
“ areas. = 4 /' . ey
What Is the Cooperative Extension Service? .
. 0 ~ - : $
e While this brief section of the paper is not hecessary from
' the viewpoint of the logical developmelnt of ideas, it becomes
. . important in terms of the audience—the State Directors of the
- ‘ CooperativagExténsion Service.'It is evident at this point ifi the
- paper that there is pot clarity as to the nature of the develop-
- ment organization segment of the Land Grant University. As an
,  organjzation is nothing mere than something in the minds 6f
«, people, the key question is: What is the’ or%nization of which
* the members of my audience are the State Dikectors? To whom
. am ¥ addressing my paper? Not to what ‘k}nds of personality . -
types, but rather: What is the nature of theforganization which
. they represent? What is it in their own minds? What is it in the -
minds of .those who have a major effect upon the decision rhak- -
g ing of the brganization? In many respects, observation shows
" that the key question for an Extension Director.is not neces-
P . !
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garily: What kinds of decisions does he ‘want to make? Rather he
is faced with the question on many occasions of: What kinds of )

decisions can he make?

Where in the society are the locus points of decision making
for the Cooperative Extension Service? Are these consistent with
the fact that the, organization is a segment of thé Land Grant
University system? The complexity of the question is seen in the
fact that there are so many such points. As shown in Chart I, we
are dealing with a very COmfﬂex organizatign. It has a national
office in the U.S. Department of Agriculture, a state ojiice in
each Land Grart university which receives direct grants of
funds from state legislatures, and county offices dependent upon
grants of funds from county governments. Its “support” into
these fund appropriating bodies frequently are highly organized
and powerful special interest groups. Then there are the “three
anchor points of legitimation” for any organization—in this case
for each of its tripartite segments—the sources of its inputs, the
internal decision makers and their norms, and the users of its
output. - .

Since the Federal Exiension"Service‘is a branch of the U.S.

Department of Agriculture, its role is fairly clear! that is unless -

one decides to get beyond the scope of the paper and attempt
to deal with_the intér-bureau complexities of that organization.
The focus hereywill be upon the two lgcus points of the tri-part -
organizations wﬁch have a direct relationship to the Land Grant
university: the state office of the Cooperative Extenision. Service
and the county, and/or regional offices. Since’ the state office is a

direct sub-unit of the Land Grant university administration, and =

the county office is a “cooperative” unit between the University
and the county government, they are two quite different types of
organizations, and have to be analyzed stparately. Yet, the same
set of questions can be asked of each:

(1) Are they the education arm of the U.S Depaitment of
Agriculture, the “adult education knowledge extending” branch
of the State Land Grant University, or the “developrhent organi-
zation” branch of the University?

(2) Since the state and county offices are conceptually and
organizationally separable, it is possible to perceive tHat they
could have different roles within the university.system. The state
office, for instance, could relate only to food and fibey, while the
county offices could deal with the broader Land Grant university

424
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role, There seems evidence that as yet, no other segment of the
universty .has des%ned a workable substitute for the real, access
which the county Extension office can develop to local social,
structures. ‘Within a broader context, it is conceivable that the
regional and county offices’ could be under the jurisdiction of
the total university, and could become the focal points of the
other colleges, such as those dealing with business and industry,
manpower training ‘and utilization, and area planning.

(3) Assuming that under any arangenient, there will befan
“Extension Service” within the College of Agricultuse ch
maintains direct relationships with the U.S. Department of Ag-
riculture, there still are some further questions which need to be
asked before it is possible to kpow my audience well enough
to finish the paper. ’

. ' . )

(a) Is the organization the “Food and Fiber Production

Extension Service—that is dealing with any producers who

till the soil-either to make a living or for pleasure, irrespec-

tive of their relationship to national food and fiber needs?

Or is it the Plant and Animal Extension Seryice, which

. would broaden its range into ornamental horticulture, ani-
mal pets, etc.? : .

(b) Is it the Food and Fiber Industry Extension Service,
dealing with the production, processing, distribution, and
the using of- food and fiber in the state, nation, and world?
Here is where-it seems to be having some of its major suc:
cesses at the present time. ‘ . .

(¢) Is it the Rural Society Extension Service? Here the
problem is & define what is rural society, and how this is
to be distinguished from urban society. Is the function of
the organization, for instance, to continue certain education
-+ programs to selccted youth and adults, even though it is

obvious that both the society and the social role of the
traditional programs have undergone major alterations?
There can be little dispute with the obvious fact that these

. programs by and large have not mantained a working

linkage witinew knowledge on gither personality social-

ization or.sovial organization. Also, there would appear to

be little relationship’ between the present programs in these

areas jand a new Land Grant aniversity program which

w0uld‘deal competently with the area of manpower training |

and utflization. Evidence does show however, that when*
' : .
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the existing persohnel are willing to use the access which
they hh_ve to local organizations to work out new programs,
that the present programs can be transitioned into helping
localities to use existing knowledge to help solve present
day problems dealing with the personality socialization, in-
cluding deviant and problem behavior, of youth and adults.
The key here, however, is how the state office perceives the
role of the county extension worker, and how the position
incumbent perceives his own role? The evidence seems to
show that role change comes only from alterations in self
perceptions and not from bureaucratic pressure, even when
the pressure is cloaked in large programs and under fine
titles such as program projection. Yet, as many Extension
administrators have learned from experience, the achieve-
ment of planned change in such an organization is a com-
plex phenor;xenon. -

Function and Organizational Form

It stands to reason that a farmer does not use a 1914 tractor
to till his soil, nor does a professional agriculturist crank up his
1914 automobile for a trip on an express highway. It seems
equally logical that questions can be raised about the Coopera-
tive Extension Service as an organizational form which is almost
50 years old.

It seems much more difficult to make even minor changes in
the organizational forms of a society than te bring about major
technological revolutions. Yet. a very large amount of research
on large scale organizations leads to a fairly well established
body of knowledge about the various elements of such bureau-
cratic organizations. Since much of the research has been done
on business and industrial concerns, we do not really know how
much it is possible to generalizé from the findings of such “in-
plant” type of large scale organization research to the “inter-
organizational” component of development organizations. Yet
several conditions seem applicable to all organizations which are
designed on bureaucratic lines (those which have a hierarchy
of authority). A

Two findings take on particular relevance in an consideration
of how organizations change: )

(1) Organizations are only self perceptions in the minds o
men. They can and do change. They can be changed.
(There is. considerable evidence to show that there

© . ’ 127
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) - will not likely be “concensus” in these perceptions be-
tween the/different “relevant others” who have the
]egitimat right to hold opjnions abOut the organiza-

g peno@s of rapld and extenswe social cha.nge,
organizations of a society tend to be in a state of

Id’ the decision makmg posmons of power, and usually are
re resistive to change than younger people. In fact, Edwards,

in studying the French and the Russian revolutions, g)nc]udes ’

that it takes at least three generations.for a basic change to take

place in the core organizations of a society. He concludes that'
the first generation, after the organizations cease to function, has .
personally secn them function, and knows that “ prosperity is )ust .

around the corner.” The second and third generations khow peo-
ple personally who have seen them funclion well, and somehow
or other cannot get around to the needed revolutions. After the
third generation, the organization lag will likely continue until
some logical substitute is designed. Edwards concludes, how-
ever, that theré are advanced stages, and that a revolution never
is prevented from occurring once it loses the support of the in-
tellectuals, especially thoss’ of ‘the larger society.?

With the fantastic development of world wide social chapge,
and with a very rapid and extensive development of new knowl-
edge, there probably have beeh few periods in history when so
many of the organizations of societies are so out of date. We
continue to produce food which cannot be dxstnbuted even
though people need food. We continue to attempt to maintain
vast organizational structures to ‘treat” people in various ad-
vanced stages of menta! and physical ill health, and in deviant
-and problem behavior, and this at the very point in history which
has developed vast new knowledge on prediction, early deteé-

* tion, and prevention of many kinds of dysfunctional behavior.
Treméndous resources go into ‘intra-orgagization and inter-or-
ganizdtion conflict, none of which are available for achieving

desxred social goals. The U.S, Land Grant Universities proved

% Lyford Edwapds The Natural History of Revolutionss Univenity of Chmto‘

* Press, 1927.
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during the last century that the masses of the society are edu-
catable and ‘'will be productive if given the proper assistance and
incentives, vet the world seems stuck with the now disproven
beliefs about the inferiority of certain social classes, races, and
nationalities. Certain “old men and old ideas of yesterday” seem
to have captured the decision making of today, and seem deter-
mined to fulfill the slogan: “Apres Moi, le Deluge.”

After possibly three generations of organizational dysfunction,
it msy be that the world now is ready to seriously examine its
organiz&tional forms, and to re-design them to &t the functions

. of today’s societies. In this respect, the role of the social scien-
tist as well as that 'of the Extension Director is like that of the
architect.. They can design various hypothetical kinds of struc.
tures to perform specified functions, but they cannot make the
decisions for the society as to what the functions should be. The
decision makers of the society must decide whether the function *
1s to maintain old orgamizational forms, or to £ght old enemies.
or whether it 1s to design the kinds of new organizational forms
which predictably can Lelp the societies of the world produce
and consume the kinds of goods and services they desire. .

“ . At 'thus pomt, 1t 15 possible to turn to architecture and philoso-

phy for assistance.” Taylor's observations apply to the organiza-
Honal forms of a society as well as to its buildings:

) “Consider the building which you occupy, how its degree of archi- °

- tectural excellence is to be judged.—It is a contrived artifact, the
product of an act of calenlation, in which the settled needs of men
have been anticipated and a parcel of the envirorfment shaped to suit
them. Any piece of architecture—is addressed to a specific human
function: it is designed to serve determinate needs which men have
in the pursuit of ends they have independently set for themselves,

—“The ends being given. his /the architects) task is sufficently per-
formed in providing a space in which these ends are sufficiently served
The form which the space shall take s required to respect the build-
ing’s. function. as house. theater, or railway station, and not a single
word can be said concermng the excellence of the building except by
reference to 1its function, to that use or purpose for the sake of which
it was contrved, The serviceableness of any tool is measureds by its
efficieng¥ in enabling men to perform a task. p )

—“Men build differently from age to age and frpin society to socicty.
not because the notwvn of architecture in humani culture varies, They
build differenily because their uses and purpgses are at odds. Every
humar culture builds in indelible egotism tofﬁ’iﬁlt only itself, and as

. _ atconcenes its tasks, so it fashions its tools.™ .

1 John P. A. Taylor. Economics ond Ethics An Estay on Volue Unpublshed paper.’
1962 ~ .
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So, while the Cooperative Extension Service was a most en-
genious organizational fdrm to serve the needs of one genera-
tion, serious questions can be raised about the ability of its
present form to’ meet the needs of a new interdependent society
which needs to use new knowledge to find solutions to new .
prablems and to meet new conditions. A world-wide movement
seems to have captured the iiagination of the masses; whether
they be in the now newly developing countries or in the inner
sections of cities or in the rural regions in the United States
which have become by-passed by national economic develop-
+ments This “sising level of expectations” seems to indicate that
many peoples” want to avoid ill-health, war. and preventable
pain, and they want at least a minimum of essential sérvices.
They want all these in manners consistent with human dignity
and with the maintenance of at least the core values of the iradi.
tional patterps of their societie>” For' many people, the achieve-
ment of these goals is more important than the sheer,mainte-
nance of the organizational forms'of an carlier generation. Hencey
it seems plawsible that the social scientist as well as the admings-
» trator of deselopment organizations ¢an begn to think of design-

ing the kinds of organization structures which will maximize
the potential of any’ society in achieving its development goals.
The main guide line in constructing such forms can be found in
, the famous principle from thé famed architect, Louis Sullivan— .
N , Form Follows Function. .

(7]

et

. *  The Future “Function” of the Land Grant University
. as a Development Organization

If the function of the Lard Grant Uhiversity as a develop-
ment organization is to help its society maximize the utiliza-
tion of available human and material resources, then it js possible
to delimit its scope within the confines of modern society. By
definition, it seems very difficult to, limit this function t¢ pro-
viding services to the rural or oth€y segments of the society
which at one time were the majority segment of a rural nation.
Also, anyone who has been around the service function of the
Land Grant Universities during the last few decades has ex-
. ’ .-perienced the kinds of requests from the other segments of the'

: - society (social welfare,, religious, health, business, *transporta-
" ton, lahor and other organizations) for the kinds of knowledge
" role assistance which have been so successful in agriculture, But-

[ L
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segments of a Land Grant university’ has through the affairs of

3

" with 1ts present o . mzation structure, the system seems to listen
o)

to such requésts bt remains impotent. except as individuals
attgmpt to perform such roles for the organization

To make the decision about 1ts futuresfunction would seem to
be one of the key problems facing the Land Grant Universities
The dimamics of the mshtutions today probablv are a conse-
quence of the fact that they did at one time have a clear set
of goals. Therr nternal and external conflicts and power battles
and thewr turning to the use of public relations techniques and to
the huge publc spectaculars of athletic orgies may be indica-
tive of an organizational complex in difficulty because it has
failed to keep up wath the changes of a revolutionary society.
Any organization which permts ise¥ to get nto a state of con-

. fused or unclear goals is one which is facing basic difficulty,

conflict, and faiure to achieve goals deemed worthy by “either
itself or its society. The center of knovledge for a society may
he able to fool its public about its_canfusion, at least for some

_ brief time, ‘but 1t is too intelligent to fool itself. Also, over a

period of time, a confused orgamzation is likely to oduce.
attract, and hold confused personnel. and will likely destroy,
reject, -nd lose competent people who want to dedicate their
fives to the great needs and goals of their societies. It is difficult
to perceive how real men of knowledge can get dedicated to
mpower battles and lost éauses._

A blaus:’ble predictive ‘model- seems- logical for large scale

organizations, especially the kinds, which have sub-units with

their own goals which can be fairly independent from those of
the total organization, An automobile produttién organization
has a_common end product, and it is difficult for any subsection
to detach its function from the goal of the total unit. A university

" however, seéms like such a diferent kind of organization. The

vanous sub-units of the organization {Colleges, Departments, as
well as the Extension orgarizations) appear to act as if they
have a more primary interest in achieving their own sub-unit
goals thag %hose of the total organization. Also, some scholars
and Extension Specialists have very important linkages to their
national professional associations, and sometimes the goal of
mamntaiming status with these seems to take on greater impor-
tance than achieving the goals of the total organization. In fact,
considermg the deep investment which the different major sub-



O

ERIC

Aruitoxt provided by Eic:

the respective Colleges, it 1s understan(.iable how major power
battles develop within and between these sub-units.®

-,

An hypothesis evolves then as a logical model for predicting -

the actions of the College and other sub-units of the Land Grant
University. It would seem to be to the advantage of certain
colleges, at least within the present context of fund allocation,
to attempt to prevent the total university from setting total sys-
tem goals, especially if these i any ‘vay will wterfere vath the

2 See Ross L. Moome,,
Educateny, Ressared gnd
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ndependent goals of the respective colleges. Hence, it would
seem to be to the advantage of the colleges to have a top ad-
munistrator who 1s “on their side of the power struggle” or at
least neutral. If neither of these is feasible, then it would seem
to the advantage of the respective colleges to have a figurehead
President, one who will make fine public pronouncements, but
who will not have either the personal or organizational power to
supercede the power linkages which the respective colleges are
able to bujld into the society to affect either ther funds or their

fanctions.
L

'
Yet, inherent withun the Land Grant toncept would seem to
1‘7 4 e the mandate that these deusions will have to be made within
F gre sonhines of the needs of the present and future society which

SN to sernve. Hence, even though such a generahization seems to
" ly to the teaching function as well as to the development
] organization function of the Land Grant University, the concen-

tration of this paper will be upon the latter.

What is the “society” of the Land Grant institution, that for
which they supposedly are the Peoples’ Universities” There
seems little alternative but that the chief cuncerns of the society |
of this system, that for which the architects must design the

5 organizational forms, has to include the v orld role of the United
States of America in this generation. In a manner unigue to the
history of any nation, the goals which the prablems of the world
have thrust upon this generation are to use our material and
human resources to help the natians of the world achieve their
development goals. To succeed is to fulfill’ the great dream of
the hentage of the nation. To fail, is to court national disaster,. __
and to sacrifice world leadership. The unique irony of such goals
for the Cooperative Extension Service is that agricultural tech-
nology is the keystone of world development problems.

With this then, it is possible to turn to the task of delimiting - = -
hat 15 mandatonally implicit within the concept “development”
i')r any geographic area of the world. The periphery of what is
mandatory 15 prescribed not by what the decision makers of the
generation may want to do, but rather by the requirements of ,,
the state of modern knowledge. This will change in the future,
and a “knowledge cenfer type of development organization” in
a very real way must organize to utilize knowledge which does
not yet exist. Yet, within the realm of k= ow]edge on how organ-
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izations can utilize “citizen dynamics” to help a society achieve
development goals, Chart II presents the core areas of “func-
tion” which now almost by definition become the goals of the
traditional Land Grant concept. It classifies citizen dypamics
into three interdependent areas: production and-distribution of
material goods, manpower training and utilization, and geo-
graphic area development. It predicts that the citizens of a na-
tion will dedicate their loyalties to such areas as these, and that
the “development organizations” of a society can strengthen and
utilize citizen interest in these areas to help them achieye de-

velopment goals.

Organizational Form Necessary to Achieve the
uture “Function” of the Land Grant University
as a Development Organization

Ideally, the paper needs to stop at this point for discussion
and decisions from the administrators and key public leaders
who have the responsibility for the Land Grant institutions. In
one role, the architect of new organization forms has no right to

" enter the decision making arena, and to attempt to affect the

decisions of the system. On the other hand, one who has been
associated with the Land Grant system fur more than two dec-
ades as an analyst at county, state, and national levels, may
know enough about the systet and its values and problems to
continue into the design of some logical change models. Two
specific hypothetical change models for the Land Grant
System as Knowlédge Center Development Organization will
be presented.

While some of the theoretical principles, guiding the construc-
tion of these change models and their pr&entation to this audi-
ence will be presented in the appendix section of the paper, it
seems necessary to discuss the objectives and the procedure at
this point. The procedure is based upon experiences and knowl-
edge gained from #ervin severgl years in an analysis and
consultation position in which Cooperative Extension Serv-
ice has been one of the development organization “cases” for
study. From this it now seems plausible to try a projective
.method in designing and testing specific change models both as
to legitimacy and acceptance as well as rejection. These need to
be tested at different locus points within the legitimate order of
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"tHe organization, especially at all of its three major anchor points.

of legitimation. Up to this point-in resear¢h on organizations,
" non-directive methods of interviewing have been used as a means
of testing the legitimacy of change models. Certain experimental
models have been designed and tested, especially at county
levels. Some progress has been made on the design of objective
research methods in whic¢h hopefully it will be possible to meas-
ure the consequences of selected prédnctive models with
statistical metheds. For the occasion of this papgr, however,
and for these change models, the projective method seems most
appropriate.

In this procedure, gnd through the means of presentmg this
paper to this audience, potential change models are being de-
liberately “projected” into certain key points of the Land Grant
development organization system (The State Extension Direc-
tors). The first objective is to measure their responses on a con-
tinuum from acceptance to rejection. The second is to determine
the frame of referencé within which they have responded, and
to be able to explain the responses with some kind of logical
order. Eventually, it should be possible to work out revisions of
these as well as other change. models and have them (1) so de-
signed, and (2) 50 initiated into the ‘total syster, that (3) they
will have the maximum of . predlctabnhty for support, and thé
minimum for opposition, from the total “anchor points of legiti-
mation” at the key locus points of decision making for the Land
Grant system. A key objective will be to avojd a “dedicated op-
position” which will organize to oppose these or other proposed
changes. Research findings ‘show that when individuals become
personally committed to opposition, they frequently can activate
elements of the total system which otherwise would be either
supportative or at least neutral.

In general, recent research on public responses to differcnt
types of desvclopment organization planning shows more favor-
able response from both the public and from members of the
organizations to types of proposals based on a realistic appraisal
of existing needs and knowledge: A generation of experience
shows that development goals will not likely be achieved with a
mere continuation of the present organizations of a society, most
of which have been designed for a former era. There appears to
. be a predictably favorable response to the kinds of logically de-
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signed proposals which face the future of the good‘ of the
“whole” honestly and courageously, rather than to types which

. propose that entrenclied sub-groups continue to fight each other

over issues which pertain to achieving their own limited. ends,
frequently at the expense of development goals. Hence, the two
specific change medels presented liere are designed dellbcrately
on the logical construct that the Land Grant University is the
logical Knowledge Centey Development Organization for each |
state and for ﬂle‘Uthd States as a whole, and that the most
vital concerns pf I% natxon in the comning decades are to help
the rest of the \\@ d learn how to produce and distribute the
goods and service$ needed by their peoples.

Change Modgl Nuxglber One:

Within this context, it is possible to design Chart® 111 as one’ )
way in which the Land Grant University can be organized to .
achieve the development functions of the whole of its state “(that
is in all “area$,” geographic and other), and to do this consistent
with: (1) the demands of knowledge competency and how the
whole of “development” can be classified according to its logical
component parts, {2) the needs of the total geographic areas
(each State) for which the Land Grant University is the gener-
yist knowledge center development organization, and (3) the
existing_self perception and norms of the Land Grant universi-
ties 'as organizations. Within this context, Chart III should be
self explanatory, at least to the audience for which the paper is
intended. .

Change Model Number Two: Centers for the Study, of Develop-
ment Organizations. . :

It seems an obvious fact that modern knowledge is too vast
and is changing toc rapidly for any one university to have com-
petency in all areas of knowledge. There is the problenr of the .
total scope of knowledge, as well as the practical one of the
“problem of generations” in any organization. Really competent
knowiedge centers will likely develep at institutions where there -
has been a break-through in.specified arcas of knowledge—and
these may not be at the same ipstitutions where an older genera- oo
tion in the field has become fixed within.an outmoded frame of
reference. It is a common feature of the folklote of univcrsities
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that some universities ‘are strong in' some areas, and that the
. others will follow them fof competency, employ their graduate
students, etc. The suggestion here 15 that realistic development
planning will take such facts of life into’account. . .

It seems plausible that cértain nationl and international “risk”
* funds could be utilized to strengthen certan universities which
either alrcady are highly competent or are about to make a ;
knowledge break-through in selected areas of vital concern to
national and intemational deselopment. The )mportant point is
. the last one—that the test of decisions=of wliere to allocate the
N risk-funds' should be the public nced for national deselopment.
This is not to say that the Land Grant university system should '
*_ want to allocate all its risk fund eggs into only a few baskets, but
that, there can logically be some alternative to distributing 3.
the ¢ eggs into 50 state baskets according to'some uniform popula-
_ tion formula. The National Science Foundation and the National
. Institutes of Fealth already are pcrformmg such roles within the
. scope of their areas.!¢ . ’ . ’

3
-

. If the Land Crant university system were to take its national
peoples university role seriously, it would be giving core intel- [
’?lectual ]eadershnp to “such nahona]' and mtemahona] develop- '
ment planning. Such leadership,, however, would reqmre some
< kind of national knowledge centers, somcthmg clearly beyond .
K the scope of any of thé - present assocmtmns of the rospective , R
* - state universities. Business and industry seem to have taken this
» . kind of planning®very seriously. One source states’ that about .
. 8dbillion do]lars annually are invested.in rescarch, and states the _
general premise that it takes abeut “seven years for an idea to
*  move from the test tube to the tank car.”® ‘ "

.- Certain kinds of Knowledge Centers would appear to be the
most feasible means of achieving su(h goals. As suéh Centers.
\\ould ‘need laboratory, research, as’ well as basic theoretical
knowledge components. the Land Grant Universities, with their .

. action programs, are the most logical spcnsors and hosts. These
institutions already liave the field staff which is competent to
conduct e\perimcntal programs. Also. these universities have .

1*See for instance. Ruqarch Grant: Index. Fiscal Year 1961. US. Dcpanmcm of

fiealth. Education, and« Welfate. Public Health Service. Bethesda, Muryland, Nnﬂonnl
Institutes of Health.

. 1 See. Maurice Holland. Management’s glake in Research, New York, Harper md

2 Bros. 1958. . 4
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sub]ect ,matter competency n the w 1d(,,\anet) of fields related
to development planning, -

e s hl\e]y that two types of centers may functxon better 1f
urganued on’ “coordinate” levels within the uniyersity adminis-
tration. What might be called ° ‘Operational Centers” (or the
ovperational segments of larger Centers) could be admimstered
by the ‘Extension segments of the university. The more ‘Basic
KnowJedge” Centers mxght better be administratively under a
Deun of Sacial Science. There seems to be considerable evidence
that sbeial scicntists tend to lose their creativity and productis-
ity when they are located administrativ cly under action oriented
administrators, or under any organizational arrangement other
than those with a prﬁnary sub]ect matter orientation, The pri-
mary goal, lxowexer s not'to dmw hard and fast bureaucratlc
lines, the kinds \\hnch lead to Qunldmg iron curtains or-to con-
flict. Rather, in order. for such k’gowledge centers to be success-
ful, they must bring together the many diverse disciplines which
-inherently are related to the successful achievement of develop-
ment gouls. Sonfe such Centers . .might have a particular focus,
such as an Inner City Development:Service, the Great Lak
Cut- ()ver Region, The A‘ppalachlan Plateau, rural or urban re--
" gions, health, rehgnous»orgamzataons or a whole nation.’®

‘While'the focial scientists have been reluctant to take ﬁrm po-

sitions about the possible roles of their disciplines in develop. °

ment planning, it seems obvidus that they' now knowledge-wise

. are prepared to mgke major contributions. Two areas of knowl-

edge are sufficiently déveloped to justify ‘major funds for experi-
mentation, research, and* consultation roles, These are: (1) social
orgmu.:txon (mcludmg Jlarge scale org.tmz:atlons small group, .
kinship, and others), and (2) personality” stclalization. ~

Without getting into the details, the 1ust1ﬁcatlon for such a
reecommendation is that these subject matter areas are’inherent.
scgments of development programs, Whenever any nation de-
cides, to sponsor any dévelopment program, it always ublll/es a’
tormal bureaucratic organization to acluew its. goals, At the

urganizations in developing countnies can perfurm, in helping the agencies of a nation
conduct sclf studics in villages, inner cxucs, and other arcas, In these, it s possjble
for lthe colleges of various relhuons 1o “enter the nexus ponts’ between bureaucr,
orgdnizations, and provide a “leaven ip the loaf” role to ‘providing hasic knowl
assistance to agencies responsible for nalional dc»clopmenl programs. Sce. Chns(ophct
Sower. Working Papers on National Decclopmcnt in Cevlon Michigan State Unlvéh
sity, 1962.
.

140 ,
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same ‘time, it appears obvious that the variables of organization

conflict, xpersonnel incentive, and failure as well as success in -

» goal achievement are the consequences of organization sariables,
many of which are classifiable, explainable, and predictable. At
the same time, most if not all development programs deal with
personality change, and the linkage relationships between per-
sonality and social system variables. Knowledge in many of these

. areas is developed to a fairly sophisticated Jevel of classification,

explanation, and prediction. As an illustration, there is evidence
to'indicate that persons who are classifiable as entreprenurial-
management minds arc more likely to be able'to manage the
agncultural and other production processes than personalities
classifiable as either traditionalist-peasant minds, or day laborer

minds. Also, incentive and productivity are a consequence of

how individuals are related to a variety*of types of social systems.

It is proposed, then, that Centers for The Study of Develop-
ment Organizations could bring the best from the social sciences
to focus upon the problems of world development, and especially
upon the problems of how to organize to achieve development
goals. They could design and help conduct basic research
throughout the world, and could begin to provide tlie knowledge
base for the organizational components of development pro-

grams, The charge that such Centers will be too costly can be

" answered with a counter question: What does it now cost the

societies of the world to continue programs which are outmoded -

in terms of present day conditions or existing knowledge? The
Centers probably could move with considerable’speed in helping
the decision makers of societies find substitutes for existing agen-
cies, and could bring the now considerable body of knowledge
on organization change to bear upon the problem of how to
alter agencies to achieve development goals more (redictably.
It seems important that such knowledge centerd -need to be

officially sponsored by both their host universities as well as by
such external organizations as the government of states or na-

tions, The:Land Grant, College Association, The United Nations,

etc. The sponsorship within’ the universities should be associated
with regional type laboratory situations. In fact, there would
seem to be no inherent reason why such Centers could not be a
joint function of two or more nniversities, especially where each
i5 located in ditterent types of regions. For instance, a state uni-
® - * o 141
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versity and one with primarily a ?x’ty orientation could join

JSurces, as ¢ould two or more state universities located in differ-

ent t) pe regional settings. . . .

Intenul]v such Centers should be sponsured by the dnfferent
segments of-the host universities in such a way s to maximize
the creative and dedicated nvolyement of the faculty, and of the
existing “extending” functions of the institution, some of which
now are dn organizational contest. Using Michigan State Lniver-

sity ‘as an example, such™Centers $hould haye sponsorship of The

"College of Social Science, The Cooperative Extensigd-Service,

The Office of International Programs, The College of Education,
The College of Home Economics, The College of Business and
Public Service, The College of %gnculture and the Contifwjng

A final hypothesis seems in order If the present Land Grant
universities and the‘Cooperatne Estensiun Setvice will take.the
leadership in designing new means for achieving de\elopment

goals, the other agencies and decision makers of the society will

follow. ‘If, on the other hard, they oppose the national govern-
ment and others in innovatfon to mget new cpndxtnons, they will
be by-passed as effective instruments of social change and plan-
ning. Yet, as there seems no alternative to some kind of a knowl-
edge cepter role in effective planning to achieve deyelopment

goals, the Land Grant universities are the most logical institu- .

tions of this era to take such leadership. 1f they fail, substitute

.institutions w:]l‘ likely be designed. .

e o o . . R
I would Like to express my appre‘cmhon to Dr \ocl P. Ralston, Dr. John
F. A’ Taylor,”and Robert C. Anderson for _reading and criticizing the first

dfaft of the paper. Even though the author takes complete rcmons:bxllty

. for the contents, their axccllent contributions have "been used and inte-

“drated into this draft.” . -
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-

o Selected’ anxples About Development Orgamzabons
" There are two distinguishable but interrelated sets of prin- :

ciples about development organizations. Tht first pertains to the
fact that they usually are large scale organizations; and contain
many similarities to other types, such as buginess and industrial,
about which so much of the litcrature pertairs., In this respect,
the managers must deal with many of the m-p]ant types of .
142 _ .
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management problems common to any organization.! The sec-

ond set of principles pertainstto one of the characterizing. fea-

tures of a development organization, namely the multiphaty of

relationships to other social structures necessary to achieving.its

yoals. While all large organizations maintain extensive eaternal

relationships, their linkages are not so crucial and all pervasive
¢ as with development organizations.

) It would seem important for the managers of development

e organization} to use extreme Caution in utilizing principles de-

.- veloped from research in mdusb{’j}’ or other types of organiza-

tions. In order to be successful, a development organization must

establish and maintain many hundreds of linkages with a large

- number*of other social organizations—with other agencies, with

COmmum'?', producer, processor, and dish'_gnﬂor groups, and

with famifies, youth, and other community and fegional groups.

“In order to be successful, the “linkage” personnel, who maintain

_“an ongoing contact with these multiphcity oF groups must be

& percened gy them as acceptable to them, int%gsted in their wel-

are, able. to help them achieye their goalsete. Their primary

. success comes not from being at the end point of a chain of

. comntand 1n a large bureaucratic organizatiomn, but rather in how

they hnk totheir recipient “social organization.” Their success

is related to their ability to “gain access to” the,recipient social

organization, and not that of being able to respond to the com-

- mands of bureaucratic superiors. By definition,.then, it seems a

plausible working hypothesis.that the management principles for

.. development organizations may be different from those of others

. whose goals are to turn out a more cominon ‘end product.

This difference presents a dilemmadig that, thefe are as yet no
generahzing works pertaining tg"dévelopment=drganization prin-
ciples. In viéw of this problem, it seems important to include

. is Appendix section as an integral part of the paper. While it
%}l not attempt to be all-inclusive, there are certain principles

which are fundamental to the paper, and need documentation.?
- A\l
, . ! See for instance, the following generalizing works James G. March and Herbert A.
1 Simon. Organtzations New York., John Wiley and Sons, 1959, Kenneth E. Boulding.
- The Organizational Repolution. New York, Harper and Bros, 1953, Mason Haire,
Edifor. Modern Orgamization Theory. New York. John Wiley and Sons, 1959, Anutai
Etzioni. Complex Organizations. New York, Holt, Rmehart. and Winston, 1981, Peter
. * M, Blau_and_ W. Richard Scott. Fermal Organizations. San Franaisco. Chandler Pub-
: lishing Co., 1962, Victor A. Th(lm'x’!on. Moderh Organization. New York, Alfred A.

Knog_f;;el9 . . v
3 following referénces contain se ts of the pnnaples, but none perform the
. « needed generalizing task. Edward H. Spi&r. Human Problems in Technological Change.
New York, Russell Sage Foundation. 1952, Phillip Selznick The Orranizational

: Werapon. New York, McGraw Hill Bowk Co., 1932, Phillp Sclznick. TVA and the-

Grassroots. Berkeley, Univerntv of California Press, 1953, Charles M. Hardin, The
Politics of Agriculture: Sofl Consertation and the Struggle for Power in Rural Amerca
. + Glencoe, Illinois, The Frée PE’. 1952, p. 19, Charles P. Loomis. Soctal Systems.
. Ngw York, D. Van Nostrand . 1960 arles P. Loomic and J. A. Beegle. Rural
¢ . Social Systems. New York. Prentice Hall. 1950, Paul A Miller. Community Health
Action. East Lansing, Michigan State University Pregs, 1933, Chn'.sto{)her Sower, John
Holland, _Kennrth Tiedke,” and Walter Fpeeman. Community Incoltement. Glencoe,
N Hinois. The Free Press, 1957, Christopher Sower. Extrrnal Development® Organizations
and the lLocalty. €ast Lansuing,’ Michigan State University, 1959 (Mimeographed),
Also. The Roles of Organizatioms In Achieting lhi‘ Goals of Planned Chgnga 198{,

Also, “Designmg A?em.iy Coardination To Deal With the Early Stages of the Devian
Cycle. The Case of Alcoholism.” South Dakota Journal of Medicine and Phannac‘y.)r.

Sioux Falls, vol. XII, No. 12, pp. 596-808 and 615, 1860. .
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Principles of Interorganizational Relationships
and Management

(A) The Involvement Processes in Planned Sogial Action

Research on how organizations form coalitions 'to achieve
goals which are definable as fgr the public good show the im-
portance of two elements in brihging groups to the point where
they are willing to circumscribe their own interests to those of
the public goals. The first is a positive identification with the
“cummunity of common Interests” which is inherent in any “area
of interdependence” which is able to organize to achieve com-
mon goals definable as for “good of the community.” Here the
vast amount of research on the geographic cummunity shows a
videspread phenomenon in many nations, namely that there is
what can be called a2 “fund or reservoir of goodwill” for the
community and for the nation. It is predictable that af least
sume residents of most communities and nations will have some
Eositive sentiments about the place where they live. It can be

ypothesized, in fact, that either an actual or potential “fund of
goudwill” exists for many “areas” of interdependence, whether
these be work groups, regions, or others with common or inter-
related concerns. These, in order to gain some consistency with
community theory, might be labelec% the “community of inter-
ests” for an “area of interdependence.” Within this kind of
framework it now is possiule to separate theoretically the con-
cepts community, community of interests, and community de-
velopment from the restrictive® scope of their traditional geo-

‘graphic confines of the early ‘American neighborhood 2nd

v

community. . T
The second major prublem of inter-group involvement is how
groups within an area of interdependence act to achieve com-
mon goals, deemed desirable for the gaod of the whole as well
as for the good of the individual members of the whole. Miller’s
study provides an excellent case illustration.® He'studied how
over. 200 U.S. communities made the decision to build hospitals,
and how to raise the funds to finance the projects. The com-
munity hospital is a good illustration because it almost always is
a project which is definable as for the actual or potential good
of the whole community as well as for each and every member,
both in the present and in the future. Tt is almost impossible
for any memger of the community to deny this inherent charac-
ter of a hospital project: . .
The rescarch showed several findings: (13 that effective work-
ing relationships to achieve a common goal canld be established
even between groups which had been in traditional conflict;
(2} that “coordinate” relationships based on common consent ber
tween groups located in equal positions of the community status
order frequently were more successful in achieving a common

3Paul A Miller. Community Health Action East Lansing, Michigan State 'Untvgmty
Press. 1953 .
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goal than those designed on subordinate-superordinate basis
within the hierarchy of bureaucratic organizations, (3) that the
way n which the initiation process was first organized and the
project first presented to the public is an important vafiable in
predicting the acceptance, neutrality, or opposition of different
segments of the “relevant order” of the action process, and in
predicting whether the project ever became officially inaugu-
rated, or if so was successful. If the initiation process became
perceived as “captured” by one segment of the community for
its own benefit, there were then legitimate bases for opposition
to form to prevent one segment of the whole from using a proj-
ect important for the “whole” to enhance its own advantages,
especially status-wise. Successful hospital projects usually had a
careful balance in their sponsorship between newcomers and
oldtimers, high and low status, young and old, etc.

The Action Processes; In a related work, Sower and his col-
leagues designed the models of how an action process is “man-
aged” through a complex of organizations which are within its -
“relevant order.”™ While the actual model as well as the research
design and book within which it was developed were labeled
“community action,” in reality the action being analyzed was
that primarily of county organizations, including a county health
council and the county Extension Office. It seems plausible, in
reviewing the work, that both the process as well as the book -
could well have been labeled “Inter-Organization Involvement”
just as appropriately as to have been restricted only to
the area of community. Within this context, it seems plausible to
hypothesize that the model likely is applicable to any instance -
in which an action process is initiated into any complex of two
or more organizations, especially when the action pertains to
achieving goals. which can be classified as “public goals” kinds
of issues. As shown in Chart 1-A there are certain stages in an.
action process (recognizing that each does not necessarily follow
the neat time ordering which the logic of the model might
imply). . )

While a more detailed attempt has been made elsewhere to
apply the model to a development-type case {statewide economic
development), a summary here will show its general applicabil-
ity to the inter-organizationgl processes involved in any kind of
development planning and action.®

The following represents an attempt to provide a brief ex-
planation for the model (Chart 1-A) and show how it is appli-

‘ac;ub!aphcr Sower, Jobn Holland, Kenneth Tiedke, and Walter Freeman, op. cft.,
p. 317, 3 .

S Christopher Sower, Robert Hanson, David Westby, and Norbert Wiley. Hightoay
Change f& Locality Change. Bate Line Studies, VIII, "I'bcﬂtﬂyehﬁolihsh}pl
Between ln:er—OmnmdonJ Coalitions and Achieving the Goals of Planned Change.
A Theoretical Statement.” Michigan State Uoiversity, 1961,
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cable to understanding and explaining the kinds, of decision
making contained in the inter-organizational relationships of
any development planning process. (The next section will show
several ways in which it can be put to practical use).

- {1) Starting at the top of the model, 1t can be seen that any proposed
development-type action must logically evolve from symbols and sentiuments
appropriate to the society {existing social structure) within which 1t 15 being
proposed. It needs to be sponsored by orgamzations in the “legitimate
order” for that particular proposal. (The “legitimate order” can be defined
as mncluding all groups or individuals who have the somally defined nght

' to be involved wn the action. One test of such membership for instance

is whether they will go into opposition if they are 1gnored, not consulted,
or not involved?).

{2) The second step, the convergence of interest, takes on a special mean-
ing here in that it imples a convergence upgn the acceptance of a com-
mon group goal, or charter. The research shows that different organizations
can accept the same goal for quite different reasons. For instance the
County Health Department justfied partiapating 1n a health survey be-
cause 1t wanted to discover ways of providing better health services. On
the other hand, the County Medica) Society justfied the goal mn order to

, Prevent the further spread of socialized medicine (more public health

services). A “deal” would be an mstance where two or more organizations
arrived at a specific agreement on a common goal.

(3) The establishment of the initiating Set 1s the next step, In practical
terms however this must follow the determination of which grodps com-

- pose the legitimate order for the action, This mvolves the designing of

specific detadled proposals leading to the “justification of the Charter.”
(The term charter, has been borrowed from anthropology to designate the

group goal as distnguished from the goals of the members of the group). .

As mentioned above the research findings on commumty action show how
difierent members of the sponsoring set can justify the group goals for
quite different or even opposing reasons. The important test however, 1s not
how each group justifies the goal, but whether or not it does, and whether
it then decides to join in-the sponsorship for the action. An important goal
in the action process is to conduct negotiations to determine how to alter
and re-define the charter so as to involve the maximum proportion of the
legitimate order which can justfy, legitimize, and hence sponsor and
support.

Jeading to the left of the center block in the model, we have developed
the explanation of how public opinion can be either supportive of the
action because of sentiments of good will for the whole, can be indifferent
or variable, or can be opposed. At the right from the center block of the
model, we have tried to djagram first how legitimate access is gained to
different organizations in the legitimate order, whether by tangential mem.
bership in different organizations, personal channels, justification based on
logical ‘reasoning, or by some other kind of general appeals, The groups
in the legitimate order havé next been classificd as either approving, spon-
soring, neutral, or opposing. (If the opgg‘qtion fs nat contained at this
point in the process, the action comes to a halt.) . -

(4) Finally, after the decision is made to execufo the action, it is neces-
sary to obtain the necessary facilities for carrying it out. For state eco-
nomic development, this would mean new organizations, funds, coopera-
tion from other groups. etc. In the community action studied from which
the model was developed, {t meant the involvement of 700 voluntary work-
ers ip the county This was accomphshed through the processes designated
under the recruitment process. .
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The overall applicativn of the action model can be summa-
nzed as including the following stages.
1 Recogmtion of a problem and determining achievable
goals. .
2, Convergence of interést.
K 3. The $etting and justification of group goals.
4. Determination of the legitimate order.
. - ba e T - - . »
. 5. Legitimation and sponsorship by & sufficient proportion
of the relevant members of the legitimate order to com-
L
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mit it to support of the action, including the containment
> . of opposition. .
6. Estag ishment of an execution set and mobilization of the
necessary resources.
7. Fulfllment of the charter (group goal).

From this reasoning, then, it appears logical to develop an-
other predictive model. It may by now state the obvious, but
essentially it predicts that action which involves and activates its
legitimate order in approval and sponsorship will be achieved.

Model Showing the Relationship Between the Involvement of the
Legitimate Order and the Achievement of the Action Goals

' - i
Action Process Will | Action Process Will

/ Be Completed and | Not Be Completed
and Goals Will | 2nd Goals Will Not
Be Achieved Be Achieved
Legitimate Order of the Action
Process Adequately Involved , Ca
and Activated ... _...___. : Predicted

itimate Order of the Action ' .
rocess Not Adequately In-
volved and Activated. .~ .. Predicted

There is one final necessary element of the process. While the
above model attempfs to determine the positions and processes,
there is something else which is necessary before the organiza-
tional machinery is able to move, This pertains to the problem,
of motivation. Individuals and organizations must commit them-
selves to making this or any other action, process move from its
beginnintf to its end. The community action research shows
clearly that when individuals and organizations get fully com-
mitted to such action, they then put in the necessary effort to
see it through to completion. While some such “movers of ac-
tion” will develop from the fact that the persons occupy posi-
tions within organizations, there would appear to be few substi-
tutes for personal dedication which derives from the fund of
good will for community. Within this context, individuals and

oups literally succeed when the action process succeeds, and +
‘have a sense of failure when the action fails. This seems to be
an important core element of such action processes. Miller adds
one final element.

“When men of skill carred out the decision making fonction . . .
the organization of the people at large was more extensive . . .
The implications may suggest . .. that in the details of decision mak-
ing and community rmb)eqx solving, the patterning of office and
skill are not to be overlooked.™

T Paul Miller, op. cit., pp. 161-162.
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Application of the Inter-organization Action Model to .
Practical Problems

It is possible at this point to use the general theoretical model
resented in the last section to show how using a good theory
?requently is the most effective way to approach the solution of
' a practical problem. This will be illustrated with four points in
the inter-organization action procéss which often result in com-
plications for persons who are attempting to achieve “publi¢’
good” of goals. (While it is likely that the model and the
principles apply also to the intra-organizational action process
as well as to types of action dealing with more private goals,
‘the research tests to date have been limited to the achievement
of such “public goals” as are inherent within.development-type
planninf and action). The four illustratiog wi] be the impor-
tance of the initiation process, the role of Jdedicated opposition,
the role of objective standards in setting’ goals ad preventing
inter-group conflict and the role of inter-personal e?ationships
in inter-organizational cooperation, Even though MNese have
_been mentioned in the paper, it seems appropriate"to state them
more explicitly at this point.

(2) The Importance of the Initiation Process: *

The research findings show that groups or individuals may
take either a supportive or opposition position to an action pro-
posal, largely based on the way the action was initiated. Hence,

- if the goal of the action initiators is to obtain sufficient support
from the “legitimate order” of the action proposal to permit its
. successful execution, it should be helpful to recognize that at
least some opposition can develop from the initial steps of stat-
ing the proposal as well as in the way it is publicly announced

and sponsored.

It only stands to reason that action proposed by one group
which is in a historic power struggle with another group (leftist

/’vs. rightist groups in the political arena, for instance), will re-
ceive the almost automatic opposition’ from the traditional op-
ponents of the initiating group. What the members of one
political party initiate will receive the almost automatic opposi-
tion of members of another party. What labor initiates, manage-
ment oppdses. From this fact, practical urban planners, for
instance, have learned that if they want 2 new housing or urban

. renewal project to receive public support, that it is necessary to
have the first public announcements of .the proposal (the initia-
tion) made jointly by members of all important groups in the
community. It is especially important to involve those who tradi-
tionally .have been known to be for the “good of the whole
community” and not representing only one segment, like labor,
management, realtors, etc. X

Stated simply, the predictive model is that groups which are
involved in the initiation of the action proposal will be com-
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mitted to support. Groups which liave.not heen so ivolved are

not so committed, may take a position of opposition either be-

cause they cannot justify the proposed action because of their
... Own group morms, or because of either the characteristics of the
‘ initiators or the muanner in which the action was initiated into
the community, state, national, or other total system.’

tb) The Role of Dc’di‘cated Opposition 3

. Most “public goals” kinds of action must somehow or other
be resolved by sume combination of the positions and actions of
, ¥ organized groups und of public opinion.® The center block on
) the right side of Chart 1 illustrates how different groups can
take either approving, sponsoring, neutral, or opposition posis
tions to any issue. It diagrams also the different ways which th
initiating group can gain’access to other groups—tangential or-
ganizational memberships, personal channels, persuasion, etc.
The centér block on the left side of the Chart shows the classi-
., fication of public opinian about the issue as either committed to
the zoodwill of the community, as indifferent, variable, or as or-
ganized opposition.

As was described earlier in the paper, the research findings
show that there are instances in \\'Eich one or a small number

of persons who become dedicated to opposing an action pro-

posal can in turn activate many persogs and groups who prob-. .
ably would otherwise have remained in either the indiffefent or ‘
unorganized opposition category. No specific research has
been designed vet .to test specific hypotheses on the role
of dedicated opposition, but such designs now are feasible, Even .
though we have only observational data in this area to date,

there is sufficient evidence to justify designing and testing cer-
tain_hypotheses.® o .

)
3 * By perceiving any such group as a social Svstem, qne can gain a more clear , 3

understanding and explanation ot how each justifies its position of either support.

neatrality, or opposition Loomis and Beegle have designed a useful set of elements of -

a social svstem Ends or Objectives, Norms, Status-roles, Power SAulhomy or Influ-

ences, Social rank. Sanctions Facilities, and Temitoriality. Charles P. Loomis and

{ Allan Beegle, Rural Socwglogy. The Strategy of Changg. Englewood Cliffs, New

;-If-rscv, Prentice Hall, Inc,, 1957. .

A VWhile minst attempts to” predict the outcome of resolving public issues hy apen
fections hase used a public opinion poling method, two studies demonstrated that s
the resalts of “Rught to Work' issues, which were resolved hy city puhhic’ elections, \
muld be accurately predicted byidesigning a formula based on (a) the position on .
the 1ssue of different orzanizations in the city, (b) the intensity of the commitment
of different groups to resoluing the ssue jn_the direction they desired, {c) the kinds . - |
of coahtions which were formed to persuade the public, and (d) a ranking of the <
different groups within a-community power classiication. See  Delbert C. Millier. “The

- Pred.ction of Issie Outcume n Communmity Decision Making,”. Rescarch Studies o{th .
State Col’ece of Washington. Vol. <25, June 1957.0}7p 137-147. Also. Robert C. Han-
swon. “Predicting a Community Decision, A Test the Miller-Form Theory,” Ameri-

, can Socwological Recicw, Vol. 24, No., 5, October 1959, pp. 662-671.

.
* See for anstanee Jumes Coleman. Communm‘! Conflict. Glencoe, Illinois, The Free
’ - Press. 1937, Alp forﬂzcmmnz Michigan State University bulletin Ga?' King, Walter
freeman, and éhrislnphrr Sower. Sociological Influences on Suburban Political Action
A Schaol Bond Conflict, also. C ‘R. Hoffer and Walter Freeman, Social Action Result-
ing from. Industnal Deielopment. Michigan Agncultural Expeniment Station Special
Bu'ltin \No t()], Octaber 1935, . A

» ’ .
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(c) The Role of “Objective Standards” in Preventing Inter-Group Conflict
The idea of.thé role of “objective standards” in preventing
inter-group conflict was derived from observations of how differ-
ent groups related themsclves to a State- Highway Department
in such decisions as where the new highways should be located,
the kinds and specific locations of access points between local
communities ang limited access highways, as well as even to
issues related to the engineering of highway construction.'® It
was noted, for instance, t%mt there was very great inter-organiza-
tion rivalry pertaining to decision making on many kinds of
issues. Yet, on practically all except one purely engineering
construction issue, there was little open contest because the en-
gineering standards from the U.S. Bureau of Roads and the State
Highway Department provided the objective evidence for de-
termining the issue. There was one technical issue, hywever, in
which the objectives were ‘sither, in the process of }‘)Be%'h%deveb
oped or at least were not clear. This was whether the ro
to be constructed of portland concrete or asphaltic conc
Each of the industries sponsoring these ‘respective .produ
maintained lobbying organizations in an attempt to affect the
decision making, and each sponsored public advertising to carry
its cause to the public. Likewise, different community and state

groups attempted to affect State Highway Department decision

making in many varieties of ways. | .
The importance of the concept “objectives standards” is that

_ the decision making was removed from public controversy when
the evidence was so well established that the conseqiences of -

different decisions were predictable. Further observation of dif-
ferent kinds of controversy in issue resolvement shows that inter-
group contest is likely to occur when such standards are not
established. There are many instances in attempts to get varions
kinds of bills through legislatures in which different agricultural
and other interest groups have been on opposite sides of issues
largely because the objective standards were not available. The
history of agricultural ]Jegislation is filled with such inter-organi-
zation contest, and the issues range through such areas as live-
stock, plant, and htiman health; commodity standards, trans-
portation, and many others. The only practical implication of
the concept “objective standards” for administrators is merely to

point up the issue, and to provide the general predictive model -

that there is a relationship between this concept and inter-
organization contest. :

(d) The Role of Inter-Personal Relationships in Inter-Organizational
Cooperation. .

Even with little objective evidenee to support the hypothesis,
ohservation indicates that there are many personal friendships

1 Christopher Sower. Rohert Hanson, David Westhy and Norbert Wiley. Highway
Change amg Locality Change: Base Line Studies,’Chipter VII-The Prohlem of De-
signing ‘the Models for Predicting How a Development Organization Achicves ls
Goals: The Case of a State Highway Departrhent, Michigan State University, 1961. .

- - .
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between the members of any two organizations which have ef-
fective inter-organizational relationships. On the contrary, or-
Qaganizations whikh are in contest (labor unions vs. industries, and
ifferent polities] parties, religious groups, ideological action
groups, etc.) appear to have few if any personal friendships
" which cross the lines of the respent.}\]re organizations.”In fact,
there frequently are. informal rules which prohibit such friend-
ships, they would be intgﬁeted as indicating disloyalty to the
primary organization. From a practical viewpoint, a. plausible
hypothesis evolves for organizations which need to be brought
together to achieve national, state, or local development goals. -
It seems predictable that the more the different representatives
can know each other as persons, the more that personal friend-
¥ ships develop, the more likely will there be the kinds of cori--
munication which will result in the two organizations being able_ -
to set and agree on common goals. . 7

(B) Organization Goal Clarity, Role Concensus, Personal Inter-
est, and Organization Goal Achievement

" *There is one complex of variables within the inter-organiza-
tional component of any development organization which has a . .
very particular and unique appli¢ability to the Cooperative Ex- .
tension Service. As mentioned above, probably no othgr organi-
zation has such a large proportion of its personnel who literally
have “joint appointments” with other organizations, such as sub-
ject matter departments, cotinty governmert, etc. In turning to
several subject matter areas for assistance, it is possible to.design
the concepts necessary to analyze this complex of variables |
which may be very important to either the success or failure of
the organization in its goal achievement. Literally, while its

. tri-partite arrangement—with national government, the Land
Grant university subject matter departments and county gov-

~ ernment—may have been one of the sources of strength through

whith the organization has been able to achieve such outstand-
ing goals, there is evidence to indicate that this can be one of its
greatest sources of difficulty in a period of very rapid social
change and development of new knowledge.

The source of knowledge for gaininf an understanding of this ,
problem comes from the social psychological area of role theory,
giving it a special application to a large scale development or-
ganization. There are three basic concepts necessary t@ using
this knowledge. The first is the hypothesis that an organization
consists of art inter-related set of positions, which are cccupied
by “position incumbents.” Such positions can be formal ones
within the organization structure, or ones based on sex, friend-
ship, etc. The second concept is “behavior éxpectation,” or the
behavior which is expected of the position incumbent because
of the fact that he is occudpging the position. Each position
within an organization has different “relevant others” who pos-
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sess the social right to hold behavior expectations’for the in-
_cumbent of any position. . .

The third concept, “conéensus,” is the key one for understand- .
ing an orgunization. As shown by Gross and his cblleagues, there
is evidence to hypothesize that there will not be consistency or
concensus between the different “relevant others” who have the
legitimate right to hold behavior expectations for any given po-
sition incumbent. Also, there will not likely be concensus be-
tween these “relevant’others” and what the person himself -
thinks he should be doing because of his incurgbency in' the
position.’

It is within this context of concensus that one of the unique °
characteristics of an organization like the Cooperative Extension
Service becomes evident. In focusing upon either of the two
major positions whicth have dual linﬁages, the Extension Spe- .
cialist and the County or District Extension Agent, %t is possible
o hyputhesize that literally incomsistent behavior expectations,
can be impinged upon such position incumbents, largely because
of the different and diverse sources of legitimate “relevant
others” who have the social right to hold behavior expectations
of these persunnel. Chart II diagrams this kind of potential for
a county or district Exatension Agent. Chart 11 shows a similar
model for the Estension Specialist. They show how the different

“u legitimate sources of behavior expectations can impinge upon

-. _ the pusition incumbent, and how these can be inconsisten} with

) “each other, or lack concensus. It is at this point too that#fie con-

“.cept the “three anchor points of legitimation” for an organiza-

tion takes on importance for an organization like Cooperative,

Laxtension. These provide such diverse souzces of legitimate be-
havior expectations.?? .

There are two types of consequences to an organization’s out-
put which are related to this problem of concensus. The first is
shown in, Chart 1V-A. Being primarily a psychological conse-
quence, it is beyond the context of this paper. It shows the range
of possible responses for any person when he iiitrapped into a .
situation of “laRok of concensus” between the different behavior i
expectations which can legitimately be impinged upon him.
Such a condition can lead to mental stress and to long time ad-
verse consequences. The concept may in fact, provide the ~
knowledge linkage between organization theory and certain seg-
ments of personality theory. «

) The seeund type of consequences is related to the predictabil-
’ . ity that the organization will or will not achieve its goals. As
shown in Chart V-A, (reading from left to right) it is possible to '

1 Neal Gross, Ward Mason, and,Alexander Mc in Role Analysis.
New York, John Wiley and Soms, 1958 hapler 3. y 7
33 These have been designed from Parson's concept of “three levels in the hierarchial
structure of organization,”” (The sources of its inputs, its intemnal component parts
and the users of its outputs). Sece: Tajeott Parsons. “Suggestions for a.‘Sociolo ical
Approach to a l'heo?' of Organizations.” Administratice Science ngudrterlv, Vol. 1,
pp- 83-85 and 225-239, Reprinted in. Talcott Parsons: Structure and Procest in Mod-
ern Soclety, Glencoe, Illinols, The Free Press, 1960, .
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. o7 CHART I - A
MODEL OF SOCIAL ROLE BEHAVIOR EXPECTATIONS FOR COUNTY OR DISTRICT .

b -

- EXTENSION AGENTS OF THE COOPERATIVE EXTENSION SERVICE ;
' . ' . -
. o . ¢
Lt Expoctations about Bebavior Relstad ‘  Expoctations about Behavier
* . to County Office Colleagues, from: Rslated to the State Qﬂ1s_‘g. from:
' State - State
Extcnsion Office * Extensfon Office |, .
4 Sell Self
" Spocialists o s Specjalists
t ’ Expec- Expec- ’
County Colleagues tations " County Collcagues tations ] *
Clieats’ Expocumons. > ’ | cuents” xpectations B
Members of Board Meombers of Board
o Supervisors of Supervisors »
N 4
Family and Other Noa- Farily wd Other Néa-[*
*|  Job "Significant Job "Stgnificant
Others" - * Ozhors™
7 - s
- \\ A‘// y
. 1]
) ) ' Inctumbent of the . i
M 5 ' County or Disfrict N
o~ Extension Agent
9, Position
y .
’ ‘ /y/‘ ’\\
B State smte * ,
Extension Office ] Extension Offfce N
Self Self
Sperialists . Spectaligts
4 Expoc- Expoc-
» County Collaagues tations | County Collcagues tations
Cltents’ E)q';\c!?:nons = 4 Clients’ Expectations |
. Members of Board ' .1 Membors of Board
- . ‘ of Supervisors . of Supervisors .
Family and Other Nea+ . Famdly and Other Non- .
Job “Significunt . Job "Agnificant
* Others" « Others”
Expoctations About Behavior Related Expoctatichs About Bobavior Rolatod
to the Agent's Program in the County to QLU tons from Family, Copmmamity
- or District. and Ocher Non-Job Systems,
- \ .

“design a set of inter-linking variables which lead from (1) the
extent to which the goals of an organization are clearly and con-
_ sistently defined, to ﬁ) the extent to which it is able to maintain
T concensus in the behavior expectations impinged upon its per-
sonnel from different legitimate sources, to (3) the extent to
which the personnel are basically intereSted in gchievinﬁ the
\/_/\' goals of the organization, and to (42) the extent to which the
goals of the organization are achieved. The hypothetical
relationship between both goal clarity and its aggence is
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cot ,CHART I11-A

MODEL OF SOCIAL ROLE BEHAVIOR EXPECTATIONS FOR THE SUBJECT MATTER

SPECIALIST OF THE COOPERATIVE EXTENSION SERVICE

"The Man {n the Middle"”

Behavior expoctations from
the Extension Organization
that The Extenslon Spoclalist
Will Be a Successful and
Loyal Member of the Exton-
sion Organization (An Action
Agency). .

Behavior Expectations from .
the Subject Matter Depart-
ments that the Man Will Be
Competent in His Subject *
Matter Field:

1. Pwlications | -
2. Conduct Redearch

3. Pasticipation in 1, Be enthusfastic about

Sominars . achlevirg tho goals of

4. Attendance at ” the Extension Organization.
Professionxi 2. Participate in Extension
Meeotings Organization Funxctions.

5. Koep Up with - 3. Extensive travel itinerary
Subject Matter within the State,
Kaowledge 4, Represent the Extenston

6, Bea Competent
Specialist in Somd

Sub-Sogment of his -

SOrganization 1o its public.

. .

Discipline
¢ 1
The™ i
' Extension .
Subject .
Mattor '
Spacialist
/ .

Solf Expoctations of 7
Behavior Appropriato to . Solf Expogtations of RE
Belng a2 Person With Sub- Bekaviar Appropciate to ¢
joct Mattor Competsace, Being 2 Member of tho
and 2 Momber of a Subject Extonsion Opganization
Matter Department of 2 - >
University . \

diagrammed in the chart, with the linkage to personality stress
also included. It is sufficient to conclude this section with the
comment that the model now is ready for testing with either ob-
servational or statistical research methods. Even,without further
testing, it would seem to have some direct applicability to any
attermnpt to Jesign some management®rinciples for development
organizations.

’

A Tentative Statement of Organization Hypotheses:

'Finally, for the reader who wants to see the hypotheses pulled
together mto one section, the following represents an attempt at
this task.

155




o CHART IV -a" ° . e
HOW INCUMBENT OF A COUNTY OR DISTRICT EXTEMNSIUN OFFICE POSITION
' . CAN RESOLVE EITHER CONFLICTING, INCONSISTENT, PRESSURE
" OR OTHER PROBLEM PATTERNS OF BEHAVIOR EXPECTATIONS

N '~ . -~
e .

., : N Bghavior Expectation * | Behavior Expectation
. Source A (Stat§ Offrr. e} Confhiciihg, Source B (County , "
N with either hugh, Inconsivien®, Office Colleagues)
. N “modium,t or low «ceesk [T Pressare, or 1 with esther high,
‘10 BANCIINGS Other Problem . modiam, or low aceess
\ . Paterns of Role * ] to sanctions
. L ' Expectations * - .
~ . ¢ . ¥ .
_ .
. |+ Bebavior Expectasion - “Self” heliefs: -
Source C (County With either high,.
Chientele) medium, or low helief
N . in nightness of role
N - . - percepdon
*

Y
’ . ' ~

' Alzc;'rahsc Ways in Which
A Person Can Resolve Such
“Problem" Role Expectations
With Actual Bebavior ’

i . ) " Consequences
1. Role ccaflict not rosols o High High -
(cofused or fnconsistent .
" behavior)
3. Jekyll and Hyde | Me- Me-
~ ' 3. Select one behavfor pattern ~——> | dium | dium
. . 2. Select "self” expoctations
. . with possible risk of
N . . . . sanctions .
s . b. Select somho “other%™ 3 Lows S Row
expectations {organization .
. man) with risk of emotional N
v A\ tension :
: .. ’ Emotjonal Phystcal or
. Tensien © Menta) I‘)ls-
A}

order
' . .
- ]

1. By delinition, ag organization is a sef of perceptions of the_
- kinds of behavior which should be performied by the incumbents
of a collectivity of positicns. There .are,behavior expectations for
the total organization, for its sub-parts, as well as for the incum-
bent of each position. There are three basic sources from
which such behavior cxpectations legitimately derive, These are
(a) from the “external segments of society which provide
the inputs of resources necessary to maintain the organizatian,
(b) trom different positions within the organization, and
(c) from the users of thesoutput of the organization. It can be
hypothesized that there will not likely be “consensus” between
tg'e behavior expectations whjch derive from these different
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“anchor ‘'points of legitimation,” or from the sub-groups within’
each segment. As organizations are only a collectivity of behavior
expectations, they are alterable. N
2. A natural condition of a large scale organization is that the
members of its sub-parts will hikely be more interested in achiev-
ing the goals of the sub-unit than in the total organization goals.,
This likely is a mandatory condition for a large organization, as
the achievement of major goals (teaching, extension, education,’
science and arts, or an engine plant or body plant for that mat-,
ter) requires a large amount of dedication and interest>on the,
4 part of the incumbents of its positions. " ¢
3. The total organization is in basic difficulty, however, if it
arrives at a condition where sub-group behavior prevents the
total organization from either setting or achieving central organ..
ization goals. Yet, a natural condition of a large-organization is
that too heavy concentration on sub-group goals may prevent,
, the total organization from (a) setting total organization goals
(that is genuine achievable ones, not just words); (b) altering
traditional goals which have become outmoded by clmngingj
conditions such as social change, new knowledge, etc.,; and
(c) selecting personally “strong” incumbents for center- organi~
zation positions. ' S i
4. It can be hypothesized that organization contest is a conse™\
quence of explainable variables. It likely is predictable, and ex-;
plainable. As with other such phenomenon, it has the possibility”
of being alterable. - )

t

5. Organization contest, by.definition, is related to problems of .
consensus Between different segments of the. total legitimate
T ' order for the organization. It appears now that a research focus
] . on the probiems of (_;(])jx.ssnsus will be productive of developing
s - .

siich predictive models. -

6. All energy within an organization which is allocated tof
cither organization or inter-personal contest, by definition, is not,
available for the achievement of organization goals. Hence, con-.
test may be one of the most important variables related to de-
veloping predictive models pertaining to goal achievement.

7. A natural condition of a large scale organization is that
there will not likely be consensus between the goal achievement
patterns of sub-sections and those of the total organization, A
natural enndition of such an organization is that sub-unit goals.
will likely be deemed more important by many position incum-
bents. unless deliberate measures are taken to insure that total
organization gqals take precedence. .

. 8. Thore is a‘direct relationship between the extent to which
the godls of an organization are achieved and the extent to
which the position incumbents are personally interested in
achieving such goals. Hence, an effective goal achieving pattern
is when there is a convergence between the personal interests -
of position incumbents andg the goals of the ‘organization.
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9. By definition, some organizations (health, education, wel-
fare, etc.) can achieve their goals only as the recipients justify
the output of the organization as inputs into their own systems.
These can be classified as “development organizations.” This
type of relationship between organization und recipient provides
a useful model for designing research in explaining how and the
extent to which healtl%fl and other development organizations
achieve their goals. The important variable is to explain how the
recipient justifies using the output of the organization as a legiti-
mate input into his own use. -
10. Low concensus of behavior expectation patterns for dif-
ferent patterns or for the total organization will likely be higher,
under conditions of high social change, development of ,new
knowledge, etc.
11. Consens'ts within «n organization or for its total legitimate
. “ order will likely be correlated with stich variables as differcat
generations, age, sex, different sub-segments of the organiza-
tions, etc. . ’ '
12 1t is likely that organization contest will more likely pccur
under conditions in which lack of consensus fits into patterns of
polarity, that is*bi-polar, tri-polar, etc. B PN
13. Organization contest is more dikely-to occur whes lack of
consensus is associated with firmness of belief, intensity of feel- ,
ing, etc., especially when also associated with high polarity of - :
position on-particular issues. - v :
14. There will be a significant relatjonship- between lack of
y role consensus in a work organization and such other variables
as personality stress, as well as with such stress relieving meas-
ures as use of alcohol. partying, and other recreation, also with
family, community, church, friendship, and other relationships «
outside the work organization. *
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Seventh, National Cooperative Extension
Administration Seminar

. ‘ APRIL 30-MAY 4, 1962

. ¢ PROGRAM
SUNDAY, APRIL 29 *
+7.00- 8:60 p.m. RE(;ISTIMHO\-Pcnlhou:c, Madisgn Inn.

8:00 p.m. ORIENTATION SESSION—~For speakers, gcneral ses-
sion chairmen, planning  committee members  and
chairman of c-valuation committee—Penthduse, Madi-
son Inn. ) , .
. N. P. Rakton, Chairman ‘.

MONDAY, APRIL 30 L
8 00- 9.00 a.m. REGISTRATION. Confgrence Dek, Tﬁxrd Floor, Wls-
consin Center

. C, 9.00 am GENERAL SESSION, Room 311, Wisconsin Center -
Chairman

. "L N. P. Ralston, Extcnsmn Director, Michigan
. INVOCATION
.C. A. \mes Extension Director, Arkansas
S \VELCO\fE
R. K. Froker, Dean and Director, College of Ag-

T riculture, University of Wisconsin
: - BJECTIVES AND OPERATION OF THE ssxn\,m
- Q\P Ralston ]
s Changing ’Txmea—-Changmg Progmms i -
- C. M. Fergusom, Professor, National Agricultural
, Center for Advanced Study, _ . .
' 11:15 a.m. LARGE GROUP DISCUSSION . .
1:15 p m."GENERAL SESSION, Room 311, Wisoonsin Center
Chairman .
. ' * A. A."Spiclman, Dcan apd Diréctor, \1assachusetts
, * Cooperative Extension’s Contribution to National Goals »
. * E. T. York, Jr., Administrator, Federal Extension e ~
- Lo Service ‘ )
. ) DISCUSSION OF PAPER * .
' J. B. Claar, Associate Extension Director, Hlinois
. C. O. Youngstrom, Associate Extenson Diréctor, Te
< Idaho , . '
3:15 p.m. RECESS ten : -
. 3:45 pm DISCUSSION GROUPS ‘ N \
. - . Group 1—Roonr 312,
- Group H<Room 211 . '
. Group” I1T1-Room 213
' . Qroup IV—Room 2235 ' ) :
- 160 . .
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6:00 p.m. DINNER MEETING, Old Madrcon Room, Memorial
. Unicn R
¢ Chairman : :
« Henry L. Ahlgren, Associate Extension Director,
Informal dxscus\wn with Adminstrator \ork

TUESDAY, MAY 1 . )
8.30 a.m. GENERAL SESSIO\' IRnom 311, W sednsin Centeér
' Role of Cooperalzce :Exiemwn in the Land-Grant
. . System .
- ’ Fred H. Hamngton Vice-President, Lm\.emty of
’ Wisconsin
DISCUSSION OF PAPER
C. A. Vines, Extension Director, Arkansas
Henry Hansen, Assocate Exteason Director,
. Connecticut

10:45 am. GROUP DISCUSSION
Group I-Room 312
Group ‘1I-Room 211
Group III-Room "13
) Group 1V—Roonr-22 *
1:15 p.m. GENERAL SESSION, 'Room 311, Wrsoom;m Center
- Chairman
" A G. Volz, Associate Exténsion Director, California
. Cooperatice Extension: A Decelopment Orgam..at(oﬂ
in Tronsdtion
Christopher Sower, Professor of Sociology, Michi-
; gan State University R
" DISCUSSION OF PAPER
Lloyd Davié, Field Repfesentative, Federal Ex-
tension Service
. john E. Hutch:son, Extension Dlrcctor Texas

3:00,p.m, COFFEE HOUR WITH CRADUATE STUDENTS
' AND STAFF

3:45 pm. DISCUSSION GROUPS
Group I-Room 312
Group I1=Room 2i1
Group III-Room 213
Group 1V-Room 225

\‘VEDVESDAY MAY 2

8:30 a.m. GENERAL SESSION, Room 311, Wisconsin Center
Chatrman
R. E. Larson,” Extension Director, Pennsylvania

- Formulating Cooreratice Extension Goals

¥ James G. Harlow, Dean, College of Edumﬁon
University of Oklahoma

- 161
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DESCLSSION OF PAPER
‘ E W Jdmm Extenaon,Director, Nebraska
Marnn A ~\ndu\on Aswciate Extension Darector, f
v Iowa

i 15 am GROUP DISCUSSION
Greup I-Room 312
Group H=-Room 211
Croup HI-Brom 213
(,-ru') IV-Room 225

. 115pm CE‘.‘.\ERAL SESSION, Room 311, Wisconsin Center
Chatrman
oy E. W. Aiton, Asuntant Admunustration, Federal Ea-
tension Service
Organization Ay A Mecany for Achieving Extension's
Coals "
Edward Gross, Professor of Sociolozy, Unnenity
of Minn#vota
DISCUSSION OF PAPER . )
John A. Cox, Extension Durector, Louisiana
Gene M. Lear, Assoaate Extcn,sxon Darector, Ore-
gon

~

345 pm GROUP DISCUSSION
Group I-Room 312
Group II-Room 211 _
Group 11I-Room 213
Group IV—-Room 225

THURSDAY, MAY 3 . i
© 8% am GENERAL SESSION, Room 311, Wisconsin Center
Chairman
Torhef S. Aasheim. Extension Director, Montana

The Individual and Goal Achiecement - . -
e George B. Strother, Professor of Commerce and
National Agricultural Extension Center for Ad- -
vanced Study : -

LARGE GROUP DISCUSSION

110.15 am. RECESS
10:45 am. LARGE GROUP DISCUSSION
1:15 pnt. LARGE GROUP DISCUSSION

st ' © 315 pm. SMALL GROUP DISCUSSIONS

: Identify Problems the Seminar Didrt Solve
Group }—Room 312 . ¢

. . Group H-Reom 211

o . ) ) Group I1I-Room 213 : .

Group 1V~Room 225 | st
162 . . 1 f"ﬁ
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6.00 pm DINNER MEETING. Ol Madien Room,* Memorial
Union .
Chutrmun ’
Georze FoLord Puten oon Dirccter Maue
The Indwidual and the Orzanization
Llbert W Burr, Munaser. Personne} Developnient,
M neanto Clemrcal Company

FRIDAY. MAY 4

§ 3 om GENERAL SESSION R-m 511 W non Conter
Chairman
Robert € Clark, Durector, Natenal Azncultural
Centes for Advan.cd >tudy
A Consideration of Unsoleed Problems
Charmuan of ~mall discusasn Lroups questiomng
the ¢onwaunt.
. Elbert W. Bur
C M Ferzuwn
Wilham E Henly
Chnitepher Souer <3
Georze B Stiother

,

_Evaluation Committee

T. H. Patton, Associate Extension Duector, Pennsylvania, Chairman
S Avery Bice, Asoaate Extension Director. Colorade

Georzre £ Hull, Extenvu n Duector. Anzena

G W. Schnader, Averate Extensien Director, he ntuchy

Arthur H Sclulz, Acting Futension Dxrumr North Dabota

1
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Literature Publhed by the Center

) b4 .
TO PROVIDE a permaneg'xt source of reference material on
Extension administration and related subjects, the Center has
printed reports of the various workshops and seminars. In ‘this
way, the contributions of outstanding speakérs and consultants
. are preserved in a convenient form for further study and
discussion. . .
Copies of the following publications are available for dis-
tribution to the States and other interested parties if you would
advise us of your needs.

ADMINISTRATION
- Administration in Extension :
Edited by Robert C. Clark and Roland H. Abraham .
This publication presents the major papers presented at the Sixth”
. . National Cooperative Extension Administrative Seminar held at
© ~ Muadison, Wisconsin, in 1939, .
© Five major areas of administration are analyzed. They are: (a)
expanding responsibilities of Extension administrators in the Land-
- Grant institutions, (b) assessing and developing executive leadership; .
" (c¢) admunistrative theory, (d) adjusting formal organization to cur-
" rent program responsibilities, and (e) communication in administration.
Pub. #8-220 pp.~$3.00

Extension Administration , .
-Suggested Areas of Research .
Edited by Ann G. Olmsted ‘.

This is a report of a conference held in 1958 to identify problem -
areas and encourage research in Extension administration, .

The report will be useful to staff and graduate students’ in Exten-
sion administration and Extension education in identifying areas in
which research appears to be most needed. .

“Suggested areas are; (a) administrative policy and brogramming;
(b} internal administration; and (c) external administrative relation-
ships. . S )

» Pub. #1-24 pp.—No charge. N

. Cooperative Extension Administration : >
N Edited by.Ann G. Olmsted and Gerald Huffman - 1

A report of the fifth National Extension Administrative Workshop,
held at Madison, Wisconsin, April, 1956. v -
Papers and summaries of work group findings are presented -on:
(a) factors affecting the Extension administrator’s job; (b) admin-

istrative organization, (c) coordination and direction; (d) program-

»
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ming, (e} ‘personnel minagement; (f) effective budgeting; and (g)
administrative relations. Extensive references on each subject add to
the usefulness of the pubhication for graduate study. .

Pub. #2-88 pp.—No charge. ’

*
N .

" . SUPERVISION . ]

Supervision in the Cooperative Extension Service
Edited by F. E. Rogers and Ann G. Olmsted

This publication “is perhaps the first to relate thé wide body of
general knowledge about supervision to the Cooperative Extension_
Service. Chapters include: (a) principles of -supervision; (b) func-
tions of ‘the Extension supervisor; (c) “recruitment, selection and
placement; (d) job descriptions; (e) counseling; and (f) evaluating
‘agent performance. ) ' :

Supervisors will find these readings and references valudble aids
for mservice and graduate training. Extension administritors may
also find this publication an aid in selecting new supervisors and in
planning training programs. =
(Oct. 1957) "7 Pub. #3+162 pp. $2.00

- The Role of Cooperativ\e Extension Supervisors ; !

Edited by Grace E. Langdon ) i .

This is a report of the almost identical regional workshops heldrin
Texas and Georgia in the spring of 1980. It includes papers émy
phasizing: (a) program development; (b) counselng; and (¢) proy
fessional improvement. -

. . Pub. #9-70 pp. —$1.50 ,

Personnel Appraisal and Job 'Descriptions - :
in Extension Supervision

Edited by Grace E. Langdon 1 -

«

The report is based on the Northeast Extension Conference ‘on -

Supervision in Washington, D. Cgin 1960. It emphasizes the study
of (a) personnel appraisal; (b) the development and use of job
* de%criptions; and (c) the supervispr’s role in adult education.
by .

' Pub. #10-74 pp.—$1.50-

OTHER REFERENCES T “

National Sympdsium on Home Demonstration Work
Edited by Glenwood L. Creech and Howard M. Dail
A repox:t of the national symposium held at East Lansing, Michigan,
in 1958,

- -~
Papers analyzed: (a) the social, economic, technological and civie
trends affecting families; (b)‘ide;ltiﬁcd needs of families in view of

-
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P current trends, {c¢) examuned the responsibility of the Cooperative
Extension Service to families, and (d) considered adjustments which
_might increase effectrvene<s of home economic eXtension.

Pub. #7-128 pp.—No charge

“Selected Readings and References in £H Club Work
For Cooperative Extension Personnel -
Compiled and édited by G. L. Carter, Jr. and Robert C.~('Jlark

'These readings and references are designed primarily (but

exclusively) for use in« graduate programs of Regional and

Summer Schools and regular semester courses on 4-H Club

They may +also be useful in undergraduate courses that deallyi

o Extension programs and methods, for perﬁonnel study on the jop
to serve as a gencral reference. ~
Subject matter c(o%d Part 1. History, Philosophy and Objectives,

Part II. Basic Nee Youth; Part III. Factors to Consider in ,Pro-‘
gramming, Part IV, “Adult Volunteer Leadcrshrp, and Part V. Role
of the Professional Worker.

Pub. #11—140 pp.—$3.90

A Research Approach to Program DevelOpment in

WAL Cooperative Extension . g)
. ."7. Edited by Edgar J. Boone a . :

. - A teport-of a Research Planning Conference in Program Develop-
’ ruent held at Madison, Wisconsin in 1961. .

Papets analyzed. (a) needs and problems in program development %
as viewed by an Extepgion Director, (b) major concerns in program
development warranting research, (c) suggested alternatives for ze-
/; . searc‘mng the delision-making process in program development; (d)
ral appraising approaches to planning Extension programs, (e) apprais-
- ing changes in plapning participants, (f) researching the program

development process, and (g) overviews of completed program de-

s velopment r&search in Iowa, Pennsylvania, and Wisconsin. ..

st : Pub. #12-80 pp. $2.00

~

N

Changing Dimensions in Agriculture and Home °
Economics—Impact on Cooperative Extensron
Lﬁdmrmstratron - .

. Edited by E. J. Bood® and C. M. Ferguson

This publication includes eight papers presented in the National
. Agricultural Extension Center’s 1861 Fall Forum Series held at the

University of Wisconsin. .
Papers presented: (1) Modernizing Extensron to Meet Tomorrow’s
Needs, (2) The Federal Partner Looks-at Extension’s Challenge; (3)
Tomorrow’s Demands for Education for Agriculture; (4) Tomorrow’s
Main Thrust in Extension, (5) Tombrrow’s Agriculture—Its Challenge
to Admumistration, (6) What Will Tomorrow’s Homcmaker Expect of -
Extension? (7) New Dimensions in Home Ecnomics, and (8) Chart-

é ing the Cm%sc in Extension. )

v . ) ‘Pub. #13-98 pp. $3.00
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Address publication requests to: Dr. Robert C. Clark, Director,
Vational Agricultural Extension Center for Advanced Study,
Agricultural Hall, The University of W. isconsin, Madison 6, Wis,
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The National Agriciltural Extension Centér for Adcanced
". Study is supported in large part by a grant received from the
< _W. K. Kellogg Foundation, Battle Creek, Michigan. The Center
is located in Agricultural Hall at the University of Wisconsin,
Madison, Wisconsin. ’ .

168 . 167 *




